g e

If you have issues viewing or accessing this file contact us at NQJRS.gqy. ) B

'NCIRS

- This microfiche was produced from documents received for

inclusion in the NCJRS data base. Since NCJRS cannot exercise
control over the physical condition of the documents submitted, -
the individual frame quality will vary. The resolution chart on
this frame may be used te evaluate the ducument quahty

¢ P ———— gt i "%‘“‘”.

|

i

FEERE R

ER

MICROCOPY RESOLUTION TEST CHART
NATIONAL BUREAU OF STANDARDS-1963-A

i ke i S 1 AP 1 o s S

Microfilming prucedures used to create this fiche comply vmh
the standards set forth in 41CFR 101- 11 504

Points of view or opinions stated in this document are
those of the author(s) and do not represent the official
position or policies of the U.S. Department of Justice.

U.S. DEPARTMENT OF JUSTICE

LAW ENFORCEMENT ASSISTANCE ADMINISTRATION -
NATIONAL CRIMINAL JUSTICE REFERENCE SERVICE
‘WASHINGTON D.C. 20531 '

. N ‘ ’ et P .l . - o g
o bate filmed]  [12/18/75]

A i s S ] =

/

~ A Comprehensive Plan
- forthe » l?

i

Preventmn and Control

b et
) uvenile Delinquency

In Kansas

Volume v

ORGANIZATION

June 30, 1972

N3 011780

5‘



A COMPREHENSIVE PLAN

FOR THE
SREVENTION AND CONTROL

0F

JUVENILE DELINQUENCY

IN KANSAS

VOLUME v

ORGANIZATION

i Financed under Grant No. 70-P-35056/7-01 Youth Development and ‘ L

: Delinquency Prevention Administration, Social Rehabilitation -
Service; Department of Health, Education and Welfare, Washington,
D.C. Findings and conclusions do not necessarily reflect the i
views of the Social and Rehabilitation Service Department of e
Health, Education and Welfare. Grant obtained by the Governor's Ry
Committee on Criminal Administration, Topeka, and assigned to the
Division of Institutional Management, State Department of Social
Welfare.

JUNE 30, 1972




STATE OF KANSAS
~ Robert B. Docking, Governor

GOVERNOR'S COMMITTEE ON 3 DIVISION OF
CRIMINAL ADMINISTRATION INSTITUTIONAL MANAGEMENT
Ernest J. Rice, Chairman Robert A. Haines, M. D.
Thomas W. Regan, Director ‘Director

PROJECT STAFF
ﬁ{ ‘ ‘ _ | ' . Jack C. Pulliam
) ' ” Coordinator of Children's Services

Division of Institutional Management

J. H. Chapman
Chief Planner

FINAL REPORT FACULTY

Garry L. Porter, M.D., Wichita
General Chairman

Ao | | Robert R. Holmer, Ph.D., Wichita Robert R. Noble, Ph.D., Pittsburg

- ; , , : : | Volume I Chairman VoTume II Chairman

- ‘ ' Mrs. Barbara Yeo, Manhattan Mrs. Jackie Gossard, Wichita
Mrs. Ann Hebberger,Overiand Park John Herrman, Hdys
E. W. Rakestraw, Greensburg Clarence L. King, Salina
Floyd L. Hansen, Wichita ; Charles R. Smith, Overland Park

James A. Gates, Wichita

The Hon. Benjamin F. Farney, Olathe Donald F. Rowland, J.D., Topeka

e : ‘ Volume III Chairman Volume IV Chairman
1{ | ‘ : ’ Chief Merle Young, Fort Scott The Hon. Michael J. Friesen, Garden City
v | B | “ The Hon. Jderry L. Mershon, Mannhattan Patrick J. Finley, Kansas City

Gary L. McGinness, Olathe Wayne G. Kelpin, Topeka

Forrest T. Swall, Lawrence John R. Bottom, Beloit

Denis J. Shumate, Beloit Jack 0. Pierce, Garden City

Burton A. Deming, Ph.D., Overland Park




D,
Ny

AUTHOR'S 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 1isted on the opposite page, and a
number nearly equal to this were significant contributors even though unnamed.

The four volume report attempts to reflect the diversity of interests and occupa-
tional identifications represented by the faculty group. To a significant extent,
they helped shape and refine the report. Of course, they are not resnonsible 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 priviledge 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 Tlearned at an eariy date, fully deserves the high
level of respect accorded to him both within the state, and nationally.

Three planning associates were employed during 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, Marianne 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 and 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 Health, Welfare, and Recrea-
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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s : § Chapter 1 THE ORGANIZATIONAL CHALLENGE Page 3 %f

: S ‘ Organizational considerations are defined as the structures of author-
o v ity and responsibility necessary to uniformly and consistently imple-
\ ‘ ; ment the prevention and control system described in the preceding

: , ; v two volumes. This chapter describes the extent of this organiza-

\ : 1 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.

Chapter 2 THE KANSAS JUVENILE SERVICES AGENCY Page 35

I ‘ j This chapter presents the basic concepts of a "youth authority" 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

j 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. ﬂi}

The area boards are responsible for supervising the performance of &

all aspects of the system except residential treatment and supporting %;

services. o
Chapter 3 STAFFING THE SYSTEM Page 89

The KJSA will directly employ a relatively large number of persons,

and will éxert an indirect influence on the overall employment struc-
o ture of the system. This chapter proposes an overall staffing and

¥ ' ; personnel structure with particular attention to the key KJSA employees
o who are discussed under the headings of: general administraticn, 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:

List of charts used in this volume

Index

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 jden-
tified within the total range of interest of a delirquency prevention
and control system is followed by a 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 1it-
eraily hundreds of new programs in almost all communities since speci-
fied services are not now uniformly 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 serving" 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 of the services provided as part of this system was estab-
lished at an early date. However, many persons who have expressed a
firm belief 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.

Page 152

Page 210
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USEFUL INFORMATION

Due to the extensiveness of this renort, we assume that most persons will read
it selectively rather than methodically 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  Probatly the greatest aid to selective reading, 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 Tocate subjects in which he or she is interested.

INDEX ~ Each volume also has a'subject index at the back, 1isting major topics
and planning elements, according to the terminology we have adopted. This refer-
ence tool requires some familiarity with our terminology 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 1ist 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 tc 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 exploration of the field of interest. In some cases, a 1is-
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 listings 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 Tess 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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2 : The Organizational Challenge 3
CHAPTER I |

SECTION 1:
THE ORGANIZATIONAL . CHALLENGE

INTRODUCTION

After reaching general agreement oh the

: development of agency integrity and ef-
array of services necessary for effect-

fectiveness, coordination of efforts be-
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Section 1: INTRODUCTION Page 3 R ive delinquency prevention and control, tween agencies, development of such supra-
o A general delineation of the subject area of "organization" is a attention is now turned to the ways in agency structures as are necessary to
provided at the outset and is followed by an enumeration of the § which these services can be established promote efficiency, and a determination
940 key agencies. The six current organizational forms of the j and arranged to insure their availability = of the nature of authority and responsi-
key agencies are briefly identified, followed by a general view 3 and effectiveness. In Volumes II and bility at the state Tevel are also crucial
of the challenge of organizing a state-wide system. g III, the services were identified and subjects. Whereas the planning of ser-
e placed in gausa} and sequential relation- vices and activities is based on the human
Section 2: ORGANIZATIONAL PRINCIPLES Page 11 ships within a "system." This volume sciences, organizational consideration
= — — . : . _ ) sets forth a way in which these services are based on administrative and management
Five principles of organization felt to pe essept1?] to a rational } might be established, arranged, and re- principles. This volume, therefore, pro-
%Ed eff$Ct1ve s¥§teg.?ri de;cr;be? ;n-th;; s%g&;ggés CQEZ]deggy%he @ lated to the resources which will be need- poses a method for assuring that all ele-
e unitorm applicabilily oT services; errec =Ness, Juag e i ed to achieve and maintain maximum effect- ments necessary for a complete juvenile
basis of categorical and geographic evaluations; simplicity, requiring * iveness. justice system are combined into a mean-
reductjon of the number of units under a management center; f]exibi11ty; : ingful pattern devoid of inconsistencies
Sxpgct1ng and allowing for change; coherence, unitary and comprehensive The term "organizational considerations” vacuums, and ineffectiveness. This is a
esign. is apprgpr1gte for t21§ sEbJecg areadbg- complex task that required - and was given -
cause it indicates t ject dif- i i d di i -
Section oL ANNING TOOLS Page 14 c i at the subje i extensive exploration and discussion be

Six planning tools developed for, or adapted to, the needs of this
planning effort are discussed in this section: the system model for
services, the general elements of the system, the programmatic elements
used to classify programs, activities and processes, the 14 area
geographic division of the state, the archetypal planning design, and

the organization model.

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 Tlevel closest to where actual
events occur.

g ooy e

fers from that of prevention or control
and reflects the fact that there is no
single form of organization which is
inavitably superior. The working de-
finition for this subject is as follows:

Organizational considerations are
concerned with the development of the

The practical planning of organization
focuses attention on the agencies, of-

~fices, and institutions providing ser~

vices, the intermediate levels of super-
vision and direction of such agencies,
and establishment and exercise of final
authority at the highest level. The

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 Grown Up, the Gluecks concluded

more than 30 years ago, that:

Section RESPONSIBILITY AND LEADERSHIP Page 25 ‘g g%ructgres of %ugh?rity, responsiiil- "But an approach to the crime problem
o . . . o - oy s g ity and accountability necessary to “fr i ¢ i
= This section provides comments on: the idea of definite responsibility : 1n§ure consistent un%form statg—wide rgggr;hgfpzaggeogf¥;igeg: Sﬁ§t§2;ng
s for which some person or group can be held accountable; the contrasting ; ceation of the Dp e . .
, - N " AL e : application of the proposed juvenile capable of marked changes of conduct
: idea of "optional" responsibilities that do not Tend themselves to ; justice system in Kansas : - ,
. e ; HPonibestel L . , Justi . presupposes an integrated system of
‘ accountability; the issue of initiative; the principle of persons with ! , e s 5 ; .
. responsibilities being in actual contact with activities they are to | | b 1. Justice instead of the inharmonious
" pons Ctr 1 subdect of leadership: and ‘bility fo i Organizational plans must reflect an congeries of authorities and agencies
- s#pery1se, € general Subject of leadersnip; and responsibiiity vor ; equal regard for the rights of the in- at present concerned witfi each offen-
o planning. | dividuq] and those.of @he socigty which der. It entails a planned course of
= . 2 gstapl1shes and maintains. the Juven11e_ treatment for edach offender to be fol-
Section BASIC QUANTITIES Page 28 justice system. They must reflect nation- Towed over a prescribed and fairly pre-
It is important to have a c]ear idea of the numbers of providers and § al laws and standards in this field, dictable span of years. It cannot suc-.
consumers specified for this overall plan. This section summarizes | sound management principles, realistic ceed if sentencing judge, probation of—
the estimates and pPOJECt10nS for prevention and control programs and accomodations to geographical realities, ficer, institutional administrator,
system management. | the system design and size, and an aware- paroling authority, and parole agent
ness of all that is valuable in tradi- each regards his work as an end in it-
Section FOUR CHALLENGES Page 30 tion and precedent. self and deals with but one piece of

what ought to be a unified process."
(Emphasié added, from pages 272-3)

Although this conclusion of an earlier
generation was drawn foT]ow1ng a study of .
organizaticral structures in another part
of the country ‘operating in a soc1a1
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structure somewhat different from that
which exists in Kansas today, it accurate-
1y describes the type of acganizational
challenge which we face. The varying de-

‘signs of "youth authority" agencies that

have been developed in this country during
the past decade represent an attempt to
deal with this problem. The necessity of
establishing a true system rather than
"making do" 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 "results" 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
the 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-
able 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 con-
sider how these disparate entities can

.be melded together into a unified whole

capable of changing juveniles' behavior
into more socially-acceptable patternss.

~-and, by so doing, protect the legiti-
: mate‘ r‘-lght of S@,Ciety to ‘he 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 ‘in existence, of expanding ser-
vices which are not uniformly aailable

- throughout the.state, or which do not--
exist in sufficient quantities. In

some cases, this will present the chal-
Tenge of establishing new agencies,
while in others, it will necessitate
determining how existing agencies can
expand the kinds of services they are
providing or the coverage of the ser-
vices which they operate.

The central issue is likely to be that
of how authority, leadership, 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-down" 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. o

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 "archetypal models"” of a "youth

~authority" type of agency which reflected

at Tleast 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 in‘a 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 crganization 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-
sideratjon 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-

Al,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 draft into its pre-
sent form. The extent of participation
in the development of this text is un-
paralleled in this field. ~ '

The po1nt of origin_for the mat§r1a1 in
this volume is the "system" design ex-
tensively described in Volumes II and III.

A11 organjzational considerations must
respond to the necessities inherent in

the system. Furthermore, the organiza-
tional 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 is principles of sound
management as adapted to the general field
of human services and public agency Timi-
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

JUVENILE 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 is (re-
sponsible for filing petitions for the
juvenile court) or the district courts

to which appeals may be made. Chart 1

on the next page enumerates these agen-
cies. : ,

As might be expected in a state which has
urban areas, large cities, and small towns,
there are many variations in the size and
the sophistication of the agencies in

each of the categories above. These var-
jations in size and ability are often

‘quite significant. There are also wide

variations in terms.of the number of
persons employed by such agencies when
compared to the problems which these.agen-
cies face. Some of ‘these agencies have.
specialized programs for those who might
be included in a comprehensive delinquency
prevention and control system,while others
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CHART 1: AN ENUMERATION OF KANSAS AGENCIES WITH RESPONSIBILITIES
IN THE DELINQUENCY PREVENTION AND CONTROL FIELD
a. Law enforcement agencies. . . . . . . . . 250
. b. Juvenile courts . . . . . . . . .. ... 105
c. MWelfare departments . . . . . e e e e 105
d. School systems (public) . . . . . . . .. 311
e. Mental Health centers . . . . . . .. .. 26
f. State agencies and institutions . . . . . 20
g. Private agencies and institutions . . . . 100
h. County attorneys. . . . . . .. o .. 105
1. Districtcourts . . . . . . ... .. .. 29
TOTAL 1,051

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 other.

LAW ENFORCEMENT AGENCIES - There are ap-
proximately 250 Taw enforcement agencies
in the state. They basically fall into
two categories: county sheriff's 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" which handle all-

juvenile offenders, at Teast during the

~processing phase of the. department's-
~ contact with the juveniles. -Probably

more than 100 of the other agencies have
one or more officers who have been desig-
nated as "juvenile officers" and are ex-
pected to specialize in handling the ju-
veniles apprehended by the department.
However, very tew 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 state's 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 county's
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

The Organizational Challenge 7

performance of his duties. In an addi-
tional one-third of the counties, juve-

" nile probation officers arg 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' operations by

a majority of the counties. In this lat-
ter group, the court's funding usually
does not distinguish between its probate
and juvenile functions.

DEPARTMENTS OF SOCIAL WELFARE - There

are 105 county departments of social 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 weifare has an annual budget

of several millions of dollars and em-
ploys dozens of workers while the smaller
counties often have one or two emplioyees
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 jmportant within the general context
of the concerns of the juvenile justice
system. Considerable investments are
made by these agencies in providing ser-
vices both to the individuals 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 Tittle 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-greater 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 state's 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 activities. The kinds
of services provided by private agencies
range from programs as intensive as re-
sidential treatment to programs as periodic
or occasional as recreation or special
interest groups. Also included within the

. general category are a number of private

oractitioners who provide services to
courts and other agencies on a fee-for-
service basis. E o

STATE AGENCIES - There are two major state
agencies within this field of interest:
the Boys' Industrial School in Topeka, and
the Girls' Industrial School Tocated in
Beloit.: These two agencies have tradition-
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ally provided treatment for the most ser-
jous of the cases of delinquency.
tion, the 1971 legislature authorized

and appropriated funds for the develop-
ment of treatment programs at Larned
State Hospital, Osawatomie State Hospital,
and the Kansas Vocational Rehabilitation
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 i11 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-
ing pages are: the county unit, 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-

izational form: the juvenile court, -

“the sheriff's department, and the county

department of social welfare. In-addi-
tion , the office of the county attorney
has this organizational form. A dis-
tinction should immediately be made be-

- tween the first two agencies and the
“third. :
~part of the probate and juvenile courts)

Both the juvenile court (as

In addi-

and the sheriff's department are headed
by officials who have been 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 - This term pri-
marily designates the state's school dis-
tricts, since nearly all of them serve
only a portion of a county. Those

school districts whose boundaries coin-
cide with those of a municipality have
also been described here, rather than in
the following paragraph. .T[he 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 1in education than has been the case
in the welfare establishment. Administra-

- tors of school districts serve at the
- pleasure of the elected board of education.

CITY UNIT - On1y one group of‘égencies

~identified in.the preceding section has

been placed in this category: municipal
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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-CGUNTY UNITS - The mental health
centers, with a few exceptions, serve
multi-county areas. This organizational
form is based 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 itse]f
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 "area boards" high-
Tighted later in this volume. Distr1ct
courts, to which appeals from juvenile
courts are addressed, are generally with-
in ‘this organizational form.

STATE UNIT - The gperation of the state
agencies and facilities is conducted by
the executive branch of state govern-
ment, through the director of institu-
tions and the superintendents of the in-
dividual institutioris. 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
varijous institutions. Therefore, both
the legislative and the executive
branches of state government are direct-
1y involved in the direction and control

" of agencies operated as state units.

PRIVATE CORPORATIONS - The private agen-
cies which were briefly mentioned in the

- preceding section are usually private
~corporations in which a ]im1tgd number
- of their (occasionally extens1ve) 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 membei-
ships providing services in the juvenile
justice field in Kansas.

COMMENTARY - This brief jdentification

of present organizational forms important
to planning in the juvenile justice field
iTlustrates 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-
1ic interest on a non-profit basis.

The identification of the various organ-
jzational forms represented by agencies
presently participating in the juvenile
justice field illustrates the comp]ex1ty
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
private, tend to justify their existence
by orienting their services toward par-
ticular clienteles. As a result of this
process, the same services are .frequent-
1y provided under both pubTic qnd 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 these unnecessary dup]ica?1ons or
even insuring that each agency 1s know-
ledgeable about. the services which others
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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 necessarily a criticism 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.

Praceeding from this premise, we recog-
nize the need for improving our perfor-
mance in dealing with delinquents. Both
thuse 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 of:this plan is to begin pro-
ducing a better product than we have

in the past. (The "better product”
meaning: a reduction of antisocial and
hostile actions against persons and prop-
erty by juveniles.)

Taking a Targer view, the juvenile jus-
tice system also has important implica-
tions for adults who are placed in the
state's criminal justice system. The
organizational challenge is to close the
gap between what we know how to do and
what we actually accomplish. A good
organizational -plan will close this gap
very significantly. A poor organiza-
tional plan might even widen the gap
further. T .

We should spend as much effort consider-
ing the results of our actions as we do
analyzing the processes we are using.

There has been a strong trend toward es-

tablishing new services which are isolated

or insulated from other related services.
This trend can be observed in a majority
of the human services programs which

have been developed within the past gene-
ration. New programs are continually being
initiated to deal with narrowly-defined ;
areas of human need. As a result, the
need for "coordinators" and "referral
agencies" has proceeded at an amazing
pace.

This planning effort was initiated with
the belief that a comprehensive, unified
system was the only organizational form
With any promise of reversing this trend
and improving our overall performance.
This need has been apparent for decades,
even though progress in realizing these
desirable goals has been slow and, in:
some cases, imperceptible.

If the performance and activities of

the various agencies is not a part of an
overall unified process, there are like-

1y to be negative countervailing influences
on the process, rendering it meaningless
when viewed in a broad frame of reference.

The objective of the organizational chal-
lenge, as described here, will inevitably
cause some to feel that their established
positions are being underminzd. There
are vested interests in each of the 900
agencies previously enumerated. In some
cases, entrenched interests proceed from
firmly-held philosophical beliefs. 1In
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, since the typical
problem is a lack of resources.

Other- organizational challenges diséussed

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 jmplementation challenges. The
question of sponsorsiip 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 wha will sponsor the ser-
vice and where it will be Tocated 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 "span of control" will
be extremely important in many of the
considerations that follow. ("Span of
control" 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.

Another management principle, "scope

of interest,” 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 essentijal
planning considerations. Any organiza-
tional form which does not adequately
recognize these facts of 1ife 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 rapid alterations. Therefore, an
organizational form which allows 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 ecsen-
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 fail to reflect these
principles, the organization of “the

_various programuatic elements within the
~system is probably*faulty. A brief de-

scription of each df 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 juvenile 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 to achieve rather than
in terms of the processes to be followed.
It is not always necessary to have iden-
t1ca] programs cperating in each county
"or commun1ty of the state, as long as

an attempt is being made to achieve the
objectives of a particular kind - of
activity. Consistency is intended to
insure that the results of specific ser-
vices believed to be essential eleiients
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 prov1d1ng
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 cerrecting 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 pr1nc1p1e

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 consjstency is derived
_from the traditional American belief
in equal justice under the law. If
services are not available on a consis-
tent basis, one can argue forgefu11y
that equal qUSt1ce does not, in fact
exist. :

~ sonnel.

EFFECTIVENESS

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 con-
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 desired results.

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 abilitjes and
performance in carrying out the1r assign-
ed functions.

Each avrea wi11 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
provide the support needed by their per-
Finally, the areas will be com-
pared with one another and the aggregate
of all of the areas will be reviewed at

ey
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state Tevel, at Teast twice a year in the
Yen banc" 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 for no other
purpose, the fact that most of the
funds invested in this system will come
from public sources strongly suggests
the necessity 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 effectiveness. Chapter
6 of this volume contains a more detailed
exposition of this general subject.

SIMPLICITY

Anotner- important organizational prin-
ciple is simplicity. The organizational
structure must be kept as simple as possi-
ble, even though the number of agencies
Tikely 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 s1mp11c1ty 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 volumes have been reduced
to a total of eight "general elements,"
equally divided between the prevention
and control fields. A1l 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 consijderations. Basic-
ally, the subsequent chapters of this
volume concentrate on only three organi-
zatijonal structures: agencies, areas,
and the state authority structure. Each
of these organizational elements demands
and deserves considerabie 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
rnecessary, 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 absolyte
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 organizational struc-
ture should be designed to allow for ad-
Jjustments which can respond to changing
technology, cond1t1ons practices, and
other factors

It would be simply ircational to fa11 to.
provide for a structure incorporating
flexibility. The inevitability of change
and the necessity of preparing for it must
be recognized.

ksl
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COHERENCE

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

.system design should be developed with

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

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:gs those areas in which no author-

ity or responsibility to act has been
“established. Inconsistencies describe

situations in which an agency  or individ-

. ual is apparently responsible for a ser-

vice or activity, but has not been given
the resources it needs to carry out its
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responsibility. When structural vacuums
occur, an agency or officer will occasion-
ally assume responsibilities that are

not clearly his; perhaps his actions will
be successful and the need will be met,
or he may only succeed in arousing hos-
tility because he has assumed authority
which did not clearly belong to him.
Though inconsistencies are usuaiiy based
on value judgements, there are some exam-

ples clearly iltustrating the incongruities

between expectations and performance.

It is Tikely /bhat the coherence principle
will need to be continually evaluated
once a full-scale.system such as the one
outlined in this document has been imple-
mented. Major as well as minor adjust-
ments are expected to be necessary as new
services are established and established
services are modified to become part

of the overal}l system.

SECTION 3: PLANNING TOOLS

'Six“"planning tools" developed for this

project will be aiscussed in this sec-

~tion: the system model, general elements,.

programmatic elements, geographic divi-
siun of ‘the state, archetypal planning
design, and the organizationa] model .

The reader shculd remember that these
planning tools are not intended to be
substitutes for reality, but have been.
devaloped to provide conceptualizations
of reality which can be maiipulated,
discussed, arranged,and rearranged as
a mears of obtaining an ovérall per-
spective. Plainning tools are ‘used in

~all forms of human services planning

as well.as in physical planning. The -
most basic of planning tools are words.
Words are intended to serve as a means

~of conveying an identification of an

object, a meaning, or the expression of

~an emotion. - In the same sense, planning

tools in the human services field are
used-to reflect complex structures and

~realities. The planning tools we devel-

oped are unique to this project. This

“means that these tools should be care- b

- view and evaluation.
~first presented for consideration in

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

THE_SYSTEM MODEL

After extensive explorations of the kinds
of services believed to be necessary for

~a truly .comprehensive system, a concep-

tual "system model" was developed for re-
This model was

April of 1971. Several considerations
converged on recognition of the need for
a conceptual system model. The gross
number of factors being identified as

- necessary for a comprehénsive prevention
- and control system was probably the most
~important of these, clearly requiring

summarization into a simpler design. Al-
so important was the large number and.

diverse natures of the agencies actually
involved or to be considered as potential

elements of a_fully operational system.

The established laws, traditions, prac-

- tices, professions, and occupaticnal

groups which were involved suggested the
need for a simple design, as did’the in-

|

- subject area of control.
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tention to establish a greater degree
of specialization and concentration of
effort. S

Our conceptual system model has several -
values, probably the most important of
which s the summarization of related
factors -into what we have designated as
"genesai\and'programmatic elements";

simple uffifying concepts under which re-
lTated services and activities are. sub-
sumed. A conceptual system model can ‘
also illustrate the relationships intended
between these general elements, as ours
does. It may help to identify the
necessary resources for various parts of
the overall system, when quantifications
have been attached to each of the elements.
The model also simplifies discussions re-

- garding the predictable events and probable

conditions with which the system will be
concerned. Finally, the model helps to
establish common terminology that facili-
tates broad gauge discussions. '

Qur system model, portrayed on the follow-
1ng page as Chart 2, graphically illus-
trates what we believe must be included

n a comprehensive system, illustrates the
relationships between the general elements,
is simple enough' to be easily explained,
and accomplishes the other goals which

we established for this planning tool.

The model itself has been revised and
refined since it was first proposed. Re-
Tationships between elements have been

. redrawn and half of the general elements

have been renamed or. redefined since
first proposed. This'is simply to say
that this model, along with many other
aspects of the overall plan, has been
the“object of scrutiny itself and im-
provement since its introduction.

- GENERAL ELEMENTS

Our system;modél con$1§ts of eight gener-
al elements, four of which 1ie within

the general subject field -of prevention
~and four of which 1ie within the general

Socially Responsible Community Life is the
field of "primary prevention" interest,

i
e

the title of

and is only described in very general
terms in this plan. This is the condi-
tion from which those with deviant be-
havior characteristics and other per-
sonal problems emerge, and the field in-
to which persons who have been involved ‘in

- .either prevention or control programs

are returned. There are three general
-elements designed to deal with "secondary
prevention" concerns - defined as those
Juveniles who have been identified as
pre-delinquents." One of these elements,
‘the Community Structure Programs, contains

- the establishment of authority and account-

ability in the prevention field - totally
absent at present. The other two elements,
Individual. and Group Programs, are the
service-delivery elements for those juve-
niles who have demonstrated problems.

In.the middle of the system model, the
Crisis Programs General Element serves
as the key element in tha control field,
which alse includes the three elements
in the Tower half of the chart. The
Crisis Programs element includes the
activities of Taw enforcement agencies

- and the processes of the juvenile court

in regard to delinquency. It will be
noticed that the possibility of return

to prevention programs for handling exists
as one of the options. The three rehab-
1litation elements within the control
field are: "General Community Rehabilita-
tion, Intensive Community Rehabilitation,
and Residential Treatment. Each of these
elements is designed to serve a different

recipient group and provide a different

intensity and nature of rehabilitative for
those clearly identified as delinquents.

PROGRAMMATIC ELEMENTS

Afthird 1eve110f p]anhing tools relating

to the services to be carried out is given
"programmatic elements."”
Each. of these conceptual tools identifies
and describes a classification of programs
or activities believed to be essential to
a_significant number of persons accurately
placed in one of the general elements. 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

SGCIALLY RESPONSIBLE COMMUNITY LIFE (GENERAL ELEMENT, 100 SERIES)
100 - Family Life Education 160 ‘

~ Day Care
120 - Employment : : 170 - Education '
130 - Income Supplementation 180 - Leisure Time Activities
_________________ 140 - Housing ' 190 - Character Building
""""""""""" 150 - Moral Guidance 199 - Drug Education
COMMUNITY PREVENTION STRUCTURES (GENERAL ELEMENT, 200 SERIES)
, 210 - Children and Youth Services 250 - Social Acceptance
3 ‘ - 220 - Community Planning ~ 260 - Deterrents :
....... ; o 230 - Employment v 270 - Establishing Services -
ST — A o - 240 - Leisure-Time Activities ) - L
COMMUNITY ‘  PREVENTION PROGRAMS FOR INDIVIDUALS (GENERAL ELEMENT, 300 SERIES)
STRUCTURE 310 - Mental Skills 350 - Special Interests |
PREVENT'QN,, ‘ 320 - Scholastic Achievement 360 - Personality Problems
'PROGRAMS 330 - Physical Skills : 370 - Personal Attention
' 340 -~ Moral Guidance - . SR
e PREVENTION PROGRAMS FOR GROUPS (GENERAL ELEMENT, 400 SERIES)
410 - The Family Group - . 450 - Avocational Interests
‘ 420 - Associational Preference 460 - Religious ,
- ? 430 - Neighborhood Peers 470 - Special Problems
TNA i 440 - School Groups | | |
AN - - ‘ , C . ,
A N o AR ‘ . CRISIS PROGRAMS (GENERAL ELEMENT, 500 SERIES)
N ‘CRISIS ,7'\\37/’\/%\\¥/'\\~,’//,'5\§///\\;¢ A | 510 - Law Enforcement - - 550 - Evaluation -
:‘QQ:///«\ ' %?W%%% “\\\?/’\ i ~ 520 ~ Intake : ‘ 560 - Case Preparation
NA - PROGRAMS  IINNV VNNV I 5 | 530 - Shelter | 570 - Judicial |
{\}J ' : \/&;’,///'{Q’\///:\\\:;/;/&\V\//%ﬁ NN 540 - Detention IR ETCT , ‘
I\ IINY/ v£§§§ T - ' GENERAL COMMUNITY REHABILITATION PROGRAMS (GENERAL ELEMENT, 600 SERIES)
}*»’%A ~ N/Z - % g / ‘3’///@5;:\ - ) 610 - General Probation : - 630 - Family Counseling ’
NN 2 BWISNIAIE I\ NN 620 - Social Services 640 - School Programs -. |
£§§£§ﬁi Al ‘ - INTENSIVE COMMUNITY REHABILITATION PROGRAMS (GENERAL ELEMENT, 700 SERIES) ~
AN 7NN i . v . DN ~ S
ﬁ%@%‘: \ ’Q\?&‘:\\‘?‘ o o 710 - Intensive Probation -~ 740 - Therapy - ‘
7?\\\%3{//2%2,//\ TN '§\\,{‘//,’§f/ , 720 - Supportive Services 750 - Family Counseling
%W’/;%fl/ | RESIDENTIAL\Y; f,.\\?\j;\.\\fxf}} : : 730 - Living Arrangements 760 - Aftercare
fwg@,&%% TREATMENT \} 7 NN IR , , , T »
&M% . PROGRAMS /\\«_r &/A\bj/f\g/f\\ﬁ%ﬂ\ Lo o : RESIDENTIAL TREATMENT (GENERAL ELEMENT, 800 SERIES’),
NN VA ! T AV SV I 810 - KISA Intake 840 - Other Centralized State s
NN 5 N NN A NI : g , 40 -_Other Centralized State Treat
Q?M’/;‘\%\/N/v YA : I \V%\/\/?\jf’y\\v’//ﬁ\\\:f/"/,:\v/%’l SO | 820 - Boys' Industrial School ~ ment Resources - SRS
/ﬁ%ﬁ§%§éﬁféﬁ§5§?§§§§§§§§§§§§%§§5§¢w«, ‘,\%f§%Rg22f§§2§§§§%§é§§é§€£§%§%é§éﬁ | 830 - Girls' Industrial School 850 - Private Residential Treatment
N NN N RN NN NN VA ,wq/;:\\;%\\y/;:\?/y"ky&vj‘\\’y/z%\?;\\://aﬁ AN ) : o o R R . 860 - Regionalized Treatment o
NANVUVANIANININANIT NN T o oA, - : : SR
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areas were established only after the use

.
f' *Juven11es with similar characteristics
of each of the existing reg1ona11zat1on

~and circumstances. Fifty-four program-

BCURDON

CRAYFORD
!
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MIAMI
LINK

matic elements have been defined within
the eight general elements. They are.
named and arranged according to their
general element assignment on Chart 3
on the preced1ng page.

Programmat1c e]ements-ane basica11y a

- system of classifying services, rather

than the services themselves. Specific
programs through which services are de-
livered are the practical content of
programmatwc elements. -~

Some general program concepts appear under
more than one general element heading
because every service or act1v1ty which
can appropr1ate1y be used in a particular
general element is identified as part of
that element. For example, school pro-
grams are inctuded in both the 400 and

N

~areas and four single-county areas.

plans for the state had been weighed. The
mental health catchment areas, tha KDED
regions, and other established geagraphi-

cally-based plans of the state were studied.

This activity actually preceded this plan-

~ning project and was a result of the pro-

visions of K.S.A. 75-3335 which authorized
the Board of Social Welfare to plan for
the development of not more than ten re-
gional rehabilitation facilities in the
state, Although the division originally
adopted for this purpose kas since been
changed. it closely conforms to all of
the organizational patterns which are di-
rect1y re]ated to its 1nterests

A 14-area d1v1s1on of the state is pre-
sently being used, This geographic ar-
rangement cons1sts of ten multi-county
These
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600 series programs. In addition, acade- areas are illustrated in Charts 4 and 5. 5 o
mic and vocational education are part o : ‘ S 29 N
of the residential treatment 800 series - ~ This geographic division of the state con- S o b < g i
_ programs. In each case,.the objective forms with the span of control principle o 8 § 5 2 ~§ i g wud
to be achieveg,may~be_simi1ar for individ-  which has already been discussed, and pro- = = : 4 : |
uals with similar characteristics but, duces areas which should be workab]e for z 2 : 4 ‘
the structure and conditions under which ~organizational purposes. Adjustments in S §§ ) F R |
the activity will take place are differ-  the method of organizing this geographical B . 3 5 ﬁ ,
ent. Hence, there are at least three spec- division of the state are still possible = ' . }] § ;
ific programmatic elements dealing with ‘and could be used to produce greater con- L B
special arrangements for delinquent or formity among the areas. The resulting 58
pre-delinquent youth'in;the pubTic schools. 14 divisions should be worthwhile and W . . ! 3 : : £
‘ workable even though fewer districts == H 3 g i o f ‘g
It should also be mentioned that specific might have been more desirable. There L o=
programmatic elements are not necessarily - are no known major problems in using o e e o : t s
related to any particular agency, office,. - this division of the state except for a z b 3 5 & of g { g § S
or institution. ..Even though some special  paucity of existing resources in’Area 5. W £ I -
programmatic e?ements are dependent upon - - Adjustments were made in this geographical =
a single agency for sponsorship (the jud- division of the state as the proposal = al : g 8. : o
icial’and law enforcement functions . . . was reviewed by persons from all parts o i £ g
‘cannot be sponsored by other agencies) no of the state : = o - 3
attempts have been made to associate most =< SR : g
of the grogrammatic elements with exist- ARCHE{YPAL PLANNING[MODEL zZ < - '
~ing agency respon51b111t1es L = 5 g  ORNEET
B ~A "sn]f—correct1ng" p1ann1ng methodo]goy = : BN | P o
GEOGRAPHIC AREAS ‘has been used from the outset of this ef- 2 ST R s
o ort. Though this is not the place to provid ¥ AR il’,>” {E R
A ten- part geograph1c d1v151on of the a complete expos1t1on of the planning model,; G 3 "3 S S EEaas o
~state was originally made by the planning  a brief description is relevant. Planning ! Sk : GBEIIN | S TN
project in-order to create relatively “  “inputs are evoked from the universe of = S j § v
~small and compact areas within which p]an—" human need and experience, and then sub- < - T P B _,
n1ng wou]d be undertaken : The or1g1na1 Jected to a p]ann1ng process from wh1ch © : ; » ﬁ§ ‘ § ' ? RN
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argaiof jurisdiction. This poses a -
major planning and management challenge.

The: STATE dimension of planning consists
of developing a general conceptual system
{(a "state comprehensive plan") for
achieving the chosen objectives of de-
linquency prevention and ¢ontrol in the
'state. It should be practical and realis-
tic as well as consistent and thorough
while avoiding the structural vacuums

and inconsistencies now commenly 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 coordination. - This

leadership responsibility is stated in

terms of developing a new awareness of the
problems and successes. of the delinquency
preyention and control system in the

~state.
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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 responsibilities. 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 residential treatment services

and state facilities and assigning select-

ed persons to other residential-treatment
services. This dimension of planning al-

so includes training, information, summari-

zation, and planning - in general, pro-
viding administrative support for the

state and area jevel 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 relatjonships
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 of the system. Our
plan also required an organizational
model in order to accomplish the de-
sired and required geographic disper-
sion of efforts throughout a very large
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 aliow-

~ances for traditions,. laws, practices,

and wide variations in Tocal 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 Tevels of performance.

, 1t 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
Tate 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 jllustrates 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
ilTustrate this interest.

The second interest whiCh it illustrates
it the central authority 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
Boards. ‘

The 14 Area Boards represent geographic-
ally designed interests, with an individ-
ual board for each of 14 single or multi-
county areas of the state. Each of these
boards js 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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CHART 7:

~ THE ORGANIZATION MODEL
FOR DELINQUENCY PREVENTION AND CONTROL

IN KANSAS

STATE BOARD

&

THE SYSTEM
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d1v1s1on of interests is either planned

or implied in this model. It is intend-
ed to be a unified system with a consider-
able delegation of particular responsi-
bilities to the Area Boards and the agen-
cies operating within their geographically
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 and situations in

a geographically defined area. The Area
Board is responsible for developing this
adaptation plan, giving practical and
specific expression 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

SECTION 4: RESPONSIBILITY AND LEADERSHIP

. TR TR L T TR

~ tional model will require descriptions

under the heading of organization. As
previously noted, this organizational model
is not dependent upon any changes or var-
jations in the system model. It also
illustrates the opportunity for & great
deal of flexibility and innovatian to

meet conditions in local communities.

A fuller understanding of the organiza-

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 overa]] plan is
carried out.-

It is believed that this organizational
model i$§ far superior than most tradition-
al designs which operate on a military
chain of command basis. It is beljeved
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- i v
sons in immediate contact with activities. \;

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 jdea of definite re-
sponsibility, optional responsibilities,
the development of initiative, 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 conponents

of this general idea.

ESTABLISHING.OBJECTIVES —’The firsf task

in defining the fixing responsibility is i
the establishment of the objectives to at
be achieved. While these objectives need g
to be general 1in nature, they should not o
be so vague as to become meaningless. i’
This requires sensitivity and precision T
in order to avoid defining responsibilities :
in overly elaborate terms. Meaningfu1~
determinations of responsibility are im-
possible without the estab11shment 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 dijvision will consist of 1nd1V1dua1
work assignments. At the agency level,
this will consist of assigning tasks to
each division and ‘each unit. At the area
Tevel, it will mean a]]oCating responsi-
bilities between agencies. ‘At the state
level, it requires delegation of author-
ity to areas.
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TASK DESCRIPTIONS - After the responsibil-
ities have been generally delineated, it
1S necessary to specifically identify what
a given individual must do within a par-
ticular time 1imit, and the Tocation at
which these duties will be performed.

Tasks can be described for areas, agencies,
or individuals. ' :

iy

PROVISION OF RESOURCES - Once the individ-
ual assignments have been determined, the
resources 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 classij-
fied as personnel and non-personnel jtems,

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-
v1ceare]ates to other services, permits
responsible 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
1s essential. In the absence of removal
authority, there is an incomplete struc-

ture of responsibility.

OPTIONAL RESPONSIBILITY -

Many of the responsibilities existing in
the.Jqun11e justice field can be3t be
described as "optional responsibi}ities."
These responsibilities are characterized
by vague descriptions, which allow every-

one who consiters them to make his own
interpretations. Optjonal responsibili-
ties are also characterized by the fact
that they Tack divisions of specific re-
sponsibility, job descriptions or their
equivalents, and, therefore, do not

have any rational performance criteria.

Even though some responsibilities in
this field provide removal authority,
the absence of specific bases upon which
to eyg]uate performances permits the
capricious exercise of this authority.
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
thoge who are the most highly regarded in
their particular offices and those who are
Viewed with the least respect. If there
were more definjte criteria for fixing
responsibility, it would be inevitable
that the distance between the most ef-
fective and the least effective would

be narrowed significantly. Some optional
responsibilities derive from the purpose-
1¥ vague Taws and principles in the juve-
nile justice field, which we recommend
should be reframed with greater specifi-
city and precision.

INITIATIVE

Fixing definite respansibility for the
performance of a service often encourages
the development of individual initiative
beygnq 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,
optional. :

On the other hand, when initiative fails
to develop, minimum standards may be used
to assure that the minimum performance
level will be achieved or corrective ac-
tion taken. Though there wil] always be
thqse 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.
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The enforcement of minimum Tevels 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 1ikely to result
in a reduction of his own initiative.

CONTACT WITH ACTUAL CONDITIONSX

Responsibility and Teadership 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 perfermance. Both of
these principles have frequently been ig-
nored or avoided in human services prog-
rams.

Those responsible for providing the ser-
vices which are part of the juvenile jus-
tice system should be held strictly
accountable and responsible for the per-
formance of their duties. The structure
of responsibility must prevent "buck
passing." Those who are responsible

for directing agencies and providing sup-
port to service delivery personnel shauld
be held strictly accountable for their
performance of this function. The mem-
bers of the Area Boards must be strictly
accountabie for every element of the com-
prehensive system which operates within
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 delinquency prevention and controi

is to be implemented. It will be noted i,
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 o
with exceptional Teadership ability. i
Those who serve as officers of statutor-
jly-created agencies, those who are em- .
ployed as agency directors, private agen- s
cies that may be participating in the :
field, and volunteer citizen Teadership
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
prevention and control system can be

made more effective. There are no "pat"
answers to any of the problems which pre-
sently exist or are likely 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 included. =

PLANNING RESPONSIBILITY

Though it 1is believed that this concep-

tual system design will basically be ade-

quate for making major improvements in i
the state's juvenile justice system, this =
does not diminish the responsibilities

for future planning and experimentation ,
with new ideas that promise greater effi- e
ciency or success. Therefore, continuous e
planning decisions must be added to the

1ist of responsibilities at every Tlevel

within the system.

It should also be emphasized that planning,
to be effective in human services, must i
be a continuous rather than a periodic L
activity. Planning efforts must be com-
bined with and directly influenced by
direct experience developed while attenpt-
ing to carry out the responsibilities.
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It will, therefore be categorically re-
- ‘commended "that p]ann1ng be made a part of

* SECTION 5:

each management activity at every meet1ng
of all respons1b1e agencies and author1ties.

BASIC QUANTITIES

It is important to have a clear underf
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 descriptijon of the
known and estimated quantities of Juveniles
in various defined categor1es and the .
estimated number of personnel fis fur-
nished at this point.

THE PREVENTION FIELD - The total number
of juveniles in the state is approximate-
1y three-quarters of a million (747,280).
This is the "700%" 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 levels. This results in a
total of 663,080 (88.7%) remaining within
the realm of primary prevention interests.
This s a more practical figure in the
sense that those who have gone beyond

the realm of primary prevention interest
have been subtracted. It should be re-
cognized that the 11.3% which are sub-
tracted are not distributed evenly ac-
Those under eight years
of age are a small percentage of this
11.3%,and those over eight constitute

the vast majority of this percentage. It

must further be recognized that these

‘are "annual experience" figures instead

of cumulative totals - a point described
in the first chapter of either Vof IT or

,Vo1. IIT.

Chart 8 Jllustrates the approximate‘nnm-
ber.of persons .estimated for inclusion in

* the various prevention and control pro-
- grams.
information, and shows current annual ex-

The chart utilizes 1970 census

~in Kansas City).

perience f1gures - subgect to change
with changing conditions. For example,
projections for the number to be included
in the control field in future years will
inevitably increase. Or, if percentages
remain constant, the decliring juvenile
population 1in the state will 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-
1ng situation in some communities. Accord-
ing to the 1970 census, all non-whites of
all ages total 124,510. This is 5.5% of
the total state popu]ation. 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 h1gher proportion in some
communities (10.7% in Wichita and 21.1%

It is also worth noting
that the juvenile population within non-
white categories is higher than that of
the percentage of all ages of naon-whites
in the total state population. Non-white
juveniles amount to 50,024, which is 6.6%
of the state's Juven11e popu]at1on 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 minority juveniles. Parenthet1ce11y,
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 is true, the above cited
factors understate the situation.

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 . . . . . . . . .747,280  100.0%
From birth through 7 years . . . . . . . .. . . . .297,611 40.0%
From 8 through 17 years. . . . . . . .. e eoe . 447,733 60.0%
A1l non-white juveniles. . . . . . v s o+ . .. 50,026 6.6%
Negro juveniles. . . . . . .« v v v v . . . ... 44,151 5,9%
THE PREVENTION FIELD '
Primary prevention . . . . . . . . . . ... ... .. .663,080 88.7%
Secondary prevention . . . . . . ... v . v« . 75,000 10.0%
THE CONTROL FIELD (Annua Intake Figures) ;
' Law enforcement agency apprehensions . . . . v oo 4. 16,000 2.1%
sJuvenile court CaSeS + « v v v v e w e e e . v+ 9,200 1.3%
General Community Rehabilitation Programs. s e e e e . 6,700 0.9%
Intensive Community Rehabilitation Programs. . . . . . . 2,000 0.3%
Res1dent1a1 Treatment Programs . . . + « v v « v v o . 500 0.1%
KEY SYSTEM PERSONNEL FULL PART
SECONDARY'LEVEL PREVENTION PERSONNEL (CYSA and others) . . 300 2,000
CONTROL PROGRAMS: '
. _ Trained Juvenile 0ff1cers in Police Departments. <« .« 4 300%
Court Intake Personnel . . . . . .. ... C e e . 25
Evaluation Personnel + . . . . . . . .« . . . . . : 150
Shelter Personnel. . . . v .. . . . . e e e e v . 200
Detention: (8 centers @ 18) e e e e e .. .. 144
Case Preparat1on ............ P R , - 200 5
JUAGEs & v h e e e e e e e e e i e ke e e 35 35 - i
Probation Counse1ors and Superv1sors s e e i e e v . 125 G
Juvenile Services Workers and Supervisors. . . . . ., . . . 125
Group Homes Personnel. . . . .. . . R AT . 75 !
Resijdential Treatment (BIS & GIS) ..... s e e e 259
Regional Facilities Staff (3 @42) . . . . . . .. . ... 126
ADMINISTRATION AND SUPPORTING SERVICES
KJSA "State Unit" Staff. . . . v v v v v v v e i e e 40 .
Area Administration. . . . . . . . . .. . e e e e e e 42 -
1,316 2,585 N
~* not counted in total ;f
: \ t

of Taw enforcement agency apprehensvons
The 219410 reported apprehens1ons in
1970 is believed to represent 16,000

1nd1v1duais

The mex1mumegroup,i§ divided into two

‘parts accord1ng to the manner in wh1ch

the individual will be handled: judicial
and non-judicial. The quantity to be
handled judicially is computed from the
total number (official and unofficial)

of cases reported by the juyenile courts
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‘the prevention field.

(12,345 in 1970) reduced by 25 percent -
40 aTlow for recidivists.

Therefore,
9,200 individuals are estimated for judi-
ctal handling, and the remainder (6,800)

‘are assigned to non-judicial. handling

by the Children and Youth Services in
The practical
dimensions of the control field is
determired by the number of judicially
handled individuals. The determination
of which individuals will be handled
non-judicially and which will be handled
judicially s shared by law enforcement
agencies and the intake element, accord-
ing to established principles. ‘

Chart 8 sets forth the quantities men-
tioned above and relates them to the
field of prevention and the entire juve-
nile population of the state.

0f the 16,000 who are apprehended, 42.5%
are showr as referred to non-judicial

“handling while 57.5% are handled judi-

cially. We believe the percentages would
more closely approximate an almost even
division if police apprehension records

- were complete.

Finally, 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
size of the three following rehabi]ita-A

tion elements, as well as the size of
this element. Changes in court practices

‘or the general comnosition of the appre-
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hended group will be reflected in
changes in the size of this and the three
rehabilitation elements.

The three rehabilitation elements in the
control field have an annual intake of
9,200 persons, distributed as follows:
6,700 to General programs, 2,000 to In-
tensive programs, and 500 to residential
treatment. Average daily population
figures for General programs is about
60% of annual intake, for Intensive 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 és-
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
majority -of the full-time employees are

to be employed by local community agen-
cies, not the KJSA. The estimates of

need for personnel are based on principles
expressed at:various relevant points in
the text. Some areas or agencies will
surely combine tasks that are-iisted on
separate lines here (i.e., a worker may
perform both intaké and general proba-
tion duties) so that this enumeration

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 emerge:

effective organizational design, redi-
~rection of existing services, develop-
ment ‘of new services, and presérvation of
as muchTocal initiative as possible.
‘Each of these challenges must be basic-
ally satisfied to implement the clearly
expressed.desires of theé majority of =
participants in this planning effort.

EFFECTIVE ORGANIZATIONAL DESIGN

‘Effective'organizationa] design is no
accident. On the contrary, it rarely
occurs without considerable investment

~ of effort by persons who have had exten-

sive experience in experimenting with dif-
ferent kinds of organizational designs.
Failures in this general field greatly
outnumber successes. Caution in accep-.
ting or rejecting organizational proposals
is, thereforey the only prudent position.
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. The general design ofjthé brganization pre-

sented in this yolume has been considered
by a large number of persons of many occu-
pational and professional interests in

the planning of this volume. ‘

The organizational design for human ser-
vices programs should reflect the pre-
sent "state of the art." For axample,
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" and can be a signifi-
cant aid in both management and planning,
apd_fa11ure to use it is an obvious de-
f1c1epcy in view of the importance of the
Juven11§ 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
chang]qg_conditions. In addition to
»flex1b1]1ty, the structure should insure
evaluation of system effectivess and pro-
vide the means for bringing about change
when indicated. This is necessary 1in
order.to protect the interests of societv
both in the security of its persons i
and property and with assurances that
every investment being made has been
intelTigently conceived and jmplemented.
The organizational design must also per-
mit the full protection of the Jegal
rights of anyone placed within the sys-
tem. Though-this has been guaranteed by
Supreme Court decisions, the structuring
of the system must also reflect it.
Sound principles of management must be
reflected. Every organizational struc-
ture must be designed to help and support
the actga] prevision of services. Finally,
the design must allow responsibility to
be c1gar1y fixed as well as allowing lea-
dership to emerge, .

REDIRECTION OF EXISTING SERVICES

The need to redirect the efforts and
pract}ces of some agencies has already
been‘1degtified. In-a few cases, this
may require the alteration of existing
agency structures; in others, it wili

require modifying current practices. -
In the state as a whole, it will require o
reallocating existing resources in addi- Ly
tion to.developing and ‘allocating new
resources. - ‘

The redirection challenge is to assure

that vested interests are given full
cons3derat10n before changes are arbj-

trarily made. This might be accomplished

by detgrmining the degree of redirection i
that will be acceptable to a majority o
of those affected. In no case is it ex- :
pected that arbitrary changes will be
proposed or promulgated until they have
‘been fully discussed and explored. There

1s a clear recognition that there are .

areas of legitimate objection to change,

viewed within a narrow perspective. In

most cases, the redirection challenge

- Will, therefore, consist of trying to Z}

broaden the perspective of those who
might be affected.

Redirection means that hundreds of per- o
sons will be working together in new pat- o
terns of service for juveniles and their
comnunities. In some cases, these new

patterns will be unfamiliar and trying.

« Inmost cases, it will require an inter-

agency cooperation that has heretofore
not been required. 1In 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 o
not already exist. It is expected that =
the new services which are needed in an o
effect1ve system will outnumber those

which presently exist. o :

The development challenge is to establish
a]ternqtjves for judicial and pre-judicial
disposition that are not now available
for those with unusual problems. The
system of services described in the pre-
ceding two volumes proposes an expansion

- of services both in number and in quality.

It is recognized that the development
cha]]engeywiil,be‘much greatervareas of
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dispersed populations. In these areas
the distance between points of contact
for the provision of a service becomes

an:important logistical consideration.

This consideration does not usually
exist in urban areas or-large cities.

in many cases, it will be necessary

to experiment with these concerns in or-
der to develop & body of knowledge which

can serve as a guide for future activities.

A further aspect in the challenge of
developing new services is the identifi-
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 bulk of this increase
should occur within the public sector
‘(and become more or less directly 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

“contral 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 imposition of a state agency
operating in the Tocal 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-

1i£y as possible. The burden of responsi-
bility for making the system work will

“center on local injtiative since it will

be responsible for a majority of the
activities within the system. The logic
of this position is sound. The only
detriment to this position 1ies in

areas where multi-county efforts 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. S o

However, the preservation of local
initiative is to be tempered and controlled
by eliminating the possibility of failure
to participate. No opportunity is expected
to be available 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, and in the area to which it
belongs. ‘ '

The principle of preservation of local
initiative, 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 counties will not be wholly autono-
mous within the system, but will be

part of a multi-county jurisdiction.
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Section 1:

CHAPTER 2

THE _KANSAS JUVENILE SERVICES AGENCY

INTRODUCTION Page 37

-

The genera1 idea and the advantages and disadvqntages.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

Section 2:-

Section Bf

Section 4:

(KJSA) is presented as background for the following sections.

KJSA AS AN ORGANIZATION SYSTEM Page 47

The most basic principle regarding the KJSA is that it is an organiza-
tional system for implementing prevention and control programs in a
uniform and consistent manner throughout the state. It is given only
the amount of authority and responsibility necessary to cogrd!nate 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-
tro] and responsibility. This section presents the priqeip]es by which
the detailed proposals in following sections should be judged.

THE STATE BOARD Pagg 49

A staté‘boérd”is established to provide the leadership and coordina-

tion necessary to insure that delinquency prevention and control programs

are created and maintained in accordance with the experience of needs
and that they meet specific minimum standards. It is composeq gf.area
board representatives and governor's appointees. Its responsibilities,
inter- and intra-system relationships, minimum work schgdglg, internal
organization, and a description of its planning responsibility are de-

scribed in the section.
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- The p]an‘also Specifiéé fourteen single and multi-county boards respon-

~ sible for adaptation of the system to the realities and opportunities

of particular communities and neighborhoods. .These.bgards are composed
of representatives chosen by responsible public off1c1a]s and others.
Their authority is advisory, in some cases, and direct in other cases.
These boards preserve local initiative and responsibility within their

areas of jurisdiction. This section describes their responsibilities,
" inter- and intra-system relationships, minimum work schedule, internal

organization, and their planning regpqnsibi]ity. -
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SECTION 1:

INTRODUCTION

Tha most basic organizational 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 analyze the
basic concept of a centralized state
authority for handling the problems of
delinquency prevention and control be-
fore taking a Took at our specific pro-
posal for the KJSA.

Some other assumptions on which our
thinking is based should also be identi-
fied. We make the assumption that it

is necessary, and proper, to define the
state as the "community of interest.”
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 that it is useful and 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 believed to lie 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 authority" 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-
tirely 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, coardination, and service provi-

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 interest, .
the current sjtuation, and a clear aware- b
ness of trends (either increasing or de-
creasing) which previous and current ex- B!
perience show. This informed view of ;
the facts js essential for any exercise

of Teadership. :

An understanding of what can be done t2
meet the needs of both individual juve-
niles and society in general must be de- =
veloped if leadership is to be exercised 1
responsibly. Without this understanding, o
it is inevitable that poor choices will
be made regarding services to individuals
and protection of legitimate rights of
society. This understanding must be e
comprehensive and relatively detailed, '/
and be possessed by all persons who per-

form a leadership function. :

It is especially important that the lea- o
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-

jous functions. The conceptual model

should be based on ideas and concepts

and proven techniques which give some

promise of being able to deal effective-

Ty with the current or projected prob-

lems. The conceptual model for our plan

is our "system model."

On the basis of the informed view of
facts, understanding of what can be done,
and the conceptual model, the Teadership
function proceeds to initiate those ac-
tions necessary to maintain.and conserve
services presently existing, to modify
any current activities which could be
_improved, and to establish new activities
~-and interests as appropriate,
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Finally, persons in a leadership position
are responsible for promoting greater
awareness of this field of interest in
the 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-
Tlem than now exists genera]ly 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 poss.b]e w1thout this sort
of understanding. //kas mentioned in
the previous chapte this is a consid-
erable task in the s ate as a whole, due
to the very large rdﬁber of agencies
with established respons1b111t1es or in-
terests in thxs f1e1d

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 number of agen-
cies and services will be too Targe for
understanding by any but those who are
able to devote their fu11 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
implementing the system within a speci-
fic area of jurisdiction must be develop-
ed prior to any efforts to actua11y
coord1nate act1v1t1es ~

- The practical 1mp1ementat1on p]an shou]d

be communicated to all effected interests
through explanations, contracts, inter-
nal instructions, and any other appro-

priate means. It is unwise to make uni-
Tateral 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
ideas. The involvement /f persons who
will be, or might be, aﬂfected by this
plan in the initial dev@]opment of the
plan is prov1ded w1th1n the structure
given expression 1in later secc1ons 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
juvenite 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-
jalized 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 state Tegislature or

be those which can* provide a positive
benefit to Tocal commurity act1%1t1es.

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 history. It
is only one of three 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 1argest amount of acti-
vity (case1oads) in the juvenile justice
field in California. For example, the
Los Angeles County Probation Department
(not devoted exclusively to Juven11es)
has a budget of immense proportions simi-
lar to the CYA, The county probation de-
partments hand1e intake, case prepara-
tion, probation supervision, and operate
various sorts of high-intensity services
and -residential centers.

There are also county prevent1on commi ttees
in all of the 58 counties of the state.
These presention committees generally op-
erate with very small financial resources
and Targely function as an advisory group
to public officials, agencies, and the
general public. At Teast one of these
prevention committees is widely regarded
as an effective social action organiza-
tion.

The juvenile 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 appear1ng in the 3uven11e court.

The CYSA initiated, in 1965 a "pro-
bation subsidy" program 1ntended to raise
standards regarding probation within

counties, and - through so doing - re-
duce - the number of persons being com-
mitted to the state jurisdigtion for
residential treatment. The probation
subsidy program has been widely regard-
ed as a very positive 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 CYA 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 1nterest 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 California are not applicable -
they most certainly are.

WASHINGTON: DEPARTMENT OF INSTITUTIONS -
One ¢f the two featured speakers at our
secoid state-wide conference in this plan-
ning effort was Mr. Thomas Pinnock, who
was then the director of the Juven11e
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 jtself to deal with the
problem of delinquency. The department
of institutions has a much greater role

in the juvenile justice system in Washing-
ton than does the sum total of all state

agency respons1b111t1es in Kansas.
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The courts in the state of Washington are
organized on a completely different

basis than those in Kansas.. The juvenile
court is simply one of the superior courts
tn the state. The judges of the juvenile
court are assigned from the same overall
group of 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. A1l of the juvenile

- court judges in Washington 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 general
concept as that of CYA, 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 prevencion programs
are funded at the Tevel of two million
dollars, allocated by formula and dis-
bursed by specific 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
on a regular basis. The monitored posi-
tion is that of the chairman of the
placement committee in the state's diag-

‘settled population.

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 this volume. -

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
‘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 juvenile
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 is at that point that the simi-
larity ends. o :

~ ADVANTAGES OF A |
CENTRA@IZED'STATE'ﬂUTHORITY

The principal: advantage of a centralized
state authority for juvenile delinguency
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-te-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
and coordination concerns,:as. well as

- predictions of future need for services

which the state should proyide. A good

- ,W‘;-A’,‘., M_i
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Kansas
Total number of
juveniles 8-17: 447,153
Reported arrests 21,410 °
Arrests per 1,000 juveniles ~.045
Court cases, delinguency 12,274

Court cases per 1,000 juveniles .027

Arrests as a percentage
of court cases .57

Commitments to state 232

Commitments per 1,000 .0005

CHART 9: A COMPARISON OF SELECTED FACTS ABOUT DELIN-
QUENCY IN KANSAS AND WASHINGTON

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

Washington Comment
619,597 . approximately 40%
more in Washington
31,406 approximatety 50%
more in Washington
.051 very similar
16,921 approximately 38%
more in Washington
.027 identical
54 very similar
2 ,000% greatly different
.0030C 6 times greater

jnformation 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 caze. 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
itse]f 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
professionalization which is generally
not possible in the vast majority of
counties in Kansas at present. It must
be remembered that specialization 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."

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 for financial support can be
made much more valid. In addition, the
financial resources which might be
available from the federal Tevel can be
channeled into the areas of greatest
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 allows personnel recruitment to
be placed on a much more secure basis
since the area of competence being sought
is greatly narrowed - and more likely to
conform to that which can be found. "It
is at least difficult, and likely to be
impossible, to effectively recruit "gen-

“eralists." Personnel recruitment and

development is also greatly facilitated
when a state-wide commitment to a juve-

. nile justice system exists.  This is

even more true when ‘the employment of = |
various persons within the system 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 centralized state authority might
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 particiular
problem. When the strength and influence
of a state agency increases, the Tocal
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, To-

cal persons become at least apathetic, and
perhaps disgusted and angry.

When a strong centralized state agency

exists, the temptation to "dump" problems
on that agency is significantly increased.
In most cases, this is a very short-sided

view since the state agency may subsequent-

ly "dump" the probTem indiyidual back on
the community. It happens, nonetheless.

It is also possible, and Tikely in some
instances, that the point of view that
"nothing can be done" will develop when
there is a strong state agency. When this
point of view develops, very Tittle is
usually attempted on a local basis. A11
of these points are negative when viewed

~within the principle that delinquency

develops in a community, and must be
eventually solved in the community.

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

'prpv?ding a clear advantage.

8
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-As a study of the Ca1iforn§a and Washing-

ton Youth Authorities reveéals, 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 1in 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 in other jurisdictions, and oc-
casionally, outright hostility. It is
hard to find anything 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 relevant
when one considers the vagaries of re-
sponses 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
Timited financial resources. In view

of this, they are often not able to re-
spond positively to legitimate and well-
presented requests. '

State funding is always indirect in

terms of Tocal needs and services. Local
communities must typically go through
some stateiagency to obtain financing.

If local activities are to be signifi--
cantly supported by state funding, the
‘hazards of making such financial support
indirect must 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-
ficantly cut established appropriations

without any consideration of the overall
effect on communities. There have been
several examples in recent years of a
snarp reduction in state funding that

has caused problems previously handled

by the state to be transfered back to
the community, where no previous prepara-
tion had been made for accepting this “in-
creased responsibility.

Finally, it will be noted that the author-
ized funding Tevels 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-
guericy 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 1p larger public governments.

It is also important to note that the
salary schedule of public employment is
often not commensurate with that avail-
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

situation is usually the most important
source of job satisfaction, this is po-
tentially a very serious disadvantage.
‘Washington, for instance, has been faced
with several percentage cuts in the num-

ber of personnel authorized at the beginning ﬁ;j
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of their biennium in 1971, and Colorado
experienced even greater reductions in
1971. ' ' ‘ '

Chart 10 on the following page attempts
to summarize the advantages and disad-
vantages which have been presented.in
the preceding 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 authority. 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-
comendations which they had made.
There was a general concern that "good
ideas" 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-

~veloped from the first conference, an

Organizational Proposals Workbook
was developed for consideration by per-

-sons attending a schedule of meetings

throughout the fall of 1970. This

‘workbook presented and illustrated

seven "archetypal models" - of a centra-
Tized youth authority for Kansas. The
proposals covered a range between a.
state agency performing an absolute
minimum of services to a state: agency

~performing a maximum-array of services.

The modeis were explained and discussed
and jllustrated by large charts in a
séries of 12 meetings. Toward the end
of’ the schedule of meetings, it was ob-
served 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

recommendations specify a central state
agency which is largely a leadership

and cocrdination authority, but which also
provides some direct and some indirect
services. However, the vast majority of
activity within the system occurs in

Tocal 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 Basic Organizational

Decisions booklet was carried out to a

series of meetings in all parts of the

state, following the second conference.
These meetings were devoted to an explana-
tion of what had been recommended, and

the practical ramifications of these re-
commendations. It was found that a num-

 ber of persons who had not attended the

conference believed that a huge, mono-
Tithic, state agency had been recommended -

S
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CHART 10:

A COMPARATIVE 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

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

SERVICE DELIVERY EFFICIENCY

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

CENTRALIZED RESOURCE ACQUISITION

Acquisition of personnel and finan-
cial resources is greatly facilitated -
~when operating from an informed point
of view and with universally applied
standards.

DISADVYANTAGES

POSSIBLE EROSION OF LOCAL INTEREST

‘ The stronger the centralized author-
ity, the greater the likelihood that
Tocal assumption of responsibility

- will decline - a very significant

Toss.

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 possibility of abrupt
changes with unconsidered effects.
A multiplicity of sources insures
stability. R

which was clearly not the case. The idea
that a system of services governed by

~citizen boards seemed 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 IIT - The genefa] agreement -

which seemed to be apparent as a result

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
controversy still existed, but the
basic structure which had been developed
at the second conference seemed to sur-
vive the controversy and further discus-

-sion. Some further refinement of gover-
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CHART 11: DEVELOPMENTAL HISTORY OF THE KJSA CONCEPT

DEVELOPMENTS

1.  Through Conference I

No prepared material

No specific considera-
tion of the canceptf

Severa] recommenda-
tions emerged from
Conf. I

2. During Fall of 1970

"Organizational Proposals
Workbook"

19

15 area meetings
{attendance: 276)

I urbans favor local

RJra] groups favor
strong /state agency,

3. At Conference I1I

KJSA Governance

KJSA Recipients o
KJSA Responsibilities
KJSA Staff Units
Local Responsibilities
KJSA Planning

6 workshops at confer-
ence explore and dis-
cuss developing issues
and concerns more
fully :

27 recommendations
formulated and re-
flected in “"Basic...
Decisions" book,
~covering many con-
siderations

4, During Winter, 1971

"Basic Orgﬁnizationa1
" Decisions'

28

12 area meetings held
(attendance: 250),plus
25 single county meets

General Confirmqtjon
of Conf. II dec1s1ons
and recommendations

- 5. At Conference III

The KJSA ) _
Est. Community Services
- Obtaining Resources

. © Future Planning

4 workshops to confirm
or review previously
developed material

Revised, refined and
improved concepts -
largely conflrmed
previous positions

RSN < U S A S

6. Summer, 1971 & Conf. 1V

The KJSA

KJSA- Staff
Financial Resources
Estab. New Services
Evaluation

Iv-2

- IV-3
S IV-4
IV-5
IV-6

47
Ry meetsv(attend:‘197)

Drafts of 5 chapters
proposed for final re-
port composed and re-
~viewed in 18 area

Further elaboration
of material based_on
comments. from advi-.
sors and others

‘“7;ﬁ WintEr, 1972 & Conf. V

Volume 1V Final Draft

| 3 committee meets and
48

4 area meets

Final review and re-
~finement

e et e
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nance concepts came out of this confer-
ence, but it was possible to devota
attention to some previously unexplored
subject areas, such as how new services
might be established, and how a state-
wide system could 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 fal] of 1971, there was very
little apparent interest in revision
of the basic organizational structure
previously developed. Very 1ittle pro-
gression of thought or further‘develop-
ment of concepts occurred after this
point in time, However, as more detaql
and refinement were developed to "fi1]

SECTION 2:
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out" the skeletal framework, new ques-
tions and counter-proposals emerged,
Draft sections of this chapter were the
subject of lively discussions and quite
a few detai] changes. The draft sec-
tions were discussed in several area
?Setings, and at workshops at Conference

After Conference IV, a committee was
formed to help provide a multi-discipli-
nary review and refinement of the final

text. Final Tnputs were made in Con-
ference V’(May, 1972).

Chart 11 on the preceding page summarizes

the developmenta] history of the KJSA
concept.

THE KJSA AS AN ORGANIZATION SYSTEM

The Kansas Juvenile Services Agency 1is
conceived as an "organizationa] system"
rather than a large, monoTithic, bureay-
cratic.structure. Though it must have

a large measure of both authority and
responsibitity, 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.
goal does not necessarily imply an agen-
Cy with a huge staff and homogenous
mi]itaryAtype'organization. It can just
as easily imply a smal] agency carrying

~out its functions through statutorily

defined relationships with essential
pubtic agencies and through contracts
with other public and private agencies.
The most basic conSiderations'regarding
this concept are as follows:

* Clearly stated identification of the |
probiems to which the system is ad-
dressed. f -

* Clear definition of what will be ac-

- cepted as a sufficient ameliorization
of the originalvprob1ems."' ' :

* A determination of the kinds of ser-
vices (including the judicial deci-
sions) needed to prodyuce the ameliori-

"zationfof*originating‘need’ :

be sequentially arranged in order to

produce the most efficient use of avajl-
able resources.

* Description of thé‘probab]e product of

the system when operating at fulj capa-
city. ,

* The amount and nature of authority
needed to organize resoyrces to _accom-
plish these defined objectives.’

Every community has a multiplicity of
possible human services systems. There
are at least two dozen areas of concern
and established precedent.which are at
Teast equal in importance to that which
is included in a juvenile justice system.
If the services and opportunities for
service in a community are arranged 1in
conceptual systems,~there are a numbep
of areas of unique interest and respon-
sibility. There are also broad areas
of common interest and concern. No.
community is known to haVe*organizedya11
of its human services activities into
true systems, but many communities have
organized some of thejr services into
such systems, . S

Generally, existing human services are
rudimentary in concept, regardiess of
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their size. That is to say that even
those services involving milljons of
dollars of expenditure and Titerally
,.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.

Existing human services 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,
desirable 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 services sys-
tems.

DEL INQUENCY PREVENTION
AND_CONTROL SYSTEMS

Delinquancy 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, and from one time period to
another. There are certain broad areas
of commonality in perceptions of unac-
ceptable behavior even though the de-
tails and specifications will change

- With changes in Tocation and time.

‘Delinquency prevention and control sys-
tems generally operate with a poor pub-
lic understanding of the problem of de-
viant behavior. .This poor understanding
of the problem is generally accompanied
by “fack of active 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.

Delinguency 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.

- It should also be very clearly recognized

that delinquency prevention and control
systems are only aimed at changing the
percentages in regard to unacceptable
social behavior. There is no realistic
possibility of completely eliminating
the problem of i1legal behavior. On -
the other hand, very significant im- -
provements in the number of offenses
and, especially, the percentage of re-
cidivists are possible. -

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
principle is that the agency should 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-
1y related to the conceptual model of
what can be done about delinquency with-
in the state.. S e

The authority given to the KJSA must be
- reflected in state law. This requires
that the authorization for the agency
must be submitted to the Tlegislative
- process after which time such authority

as is written into the law will be avail-

“able to the agency.

e
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Over any extended period of ti
* evidence that the gystem work;mgétE2§
than’prev1ous arrangements will be the
source of the most practical authority
for the KISA. If the system works
better than previous arrangements, the
KJSA Will be invested with a grea% deal
of.very.ya1uab1e informal authority
which will certainly work to the bene-

fit of the system it
Lervog y and those whom‘1t

It should be made clear that the ayt

1ty of the KJSA does not depend,onuhgsgng
a large number of employees, or even a
1arge budget.. The authority of pro-
ducing a'better resylt than previous
arrangements were able to do is a much
more Secure basis for the authority of
the agencies than are large numbers of
~employees or huge budgets.

RESPONSIBILITY - The responsibility of

- the agency 7s to be stated in terms of

its performance in achievin i
purposes, summarized as progcg$;ariﬁe
welfare of juveniles and the protection
of the 1eg1timate interests of society
The degree to which there is clear evil
dence that this has been accomplished
is_the degree to which.the agency has
fulfilled its responsibility.

In order to do this, it will oby:

be necessary to be responsive.to1g$?3y
ferences between communities and chang-
-1ng expressions of deviance over per-
ods of years. It is not possible for
the.agengy to carry out its responsi-
g;;;ty Without this kind of responsive-

The agency also must be responsi ’
agency , _ sible f
reflecting the best currentpthfnkinq o
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regarding treatment, 1In man

this will mean launching expgr$;:§i51 :
and innovative approaches which have
been de§1gned_by persons within the
system in Kansas, or which have been
adapted from models developed elsewhere.

ROLES - As previous] ioned in the
SULES - V10Us |y mentioned in the .
preceding section of this chapter, therd
are three principal roles in which the
;uthor1ty and responsibility designed
sggpthsongﬂ;w%]l;be carried out: leader-
, rdination, and ision q

selective services. provision of

EASIC STRUCTURES - The agency as described
1n subsequent material is comprised of

a state board, fourteen area boards, and
;taff members supporting these fifteen
oards and the staff operating the selec-

ted direct servic :
es such as re ;
treatment. sidential

COMMENTARY - Greater specificity will be
given to several concerns arising‘from
practical consideration of these prin-
Ciples. The size of the agency Teader-
ship structures, the influence of the
agency leadership structures at the
state qnd lTocal levels, the concerns
regarding the relationships of the agen-
cy to the executive and legisiative
branches of state government, and the
re]at1onsh1ps.required to preserve local
cgn?ro] gf the vast majority of acti-
Vities within the system are all de-
scribed subsequently in this chapter.
The staff of the agency, the financing
of the entire system, the problems. ex-
pected to be encountered in establishing
new services, and the special problem
g:re;g;uiﬁ1ng ;uch activities as do oc-
‘ > the subjects
ters of this vo%ume. o sufiseduant chiap-

STATE BOARD

RESPONSIBILITIES - The state board has

‘been estabTisheq as the centralized

policy-making authority for the syst

; ' em
as a whole. This section provideg de-
tails about the implications of the re-

sponsibilities that have been specific-

ally recommended or implied., Th
11y recc nded : ed. The respon-
sibilities will be discussed under thgOn

headings of: Tleadership i
he g L dership, system design,
Ffinancing, area board SUpervision,fang super-

vision of "state unit! staff. - =

»

R
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LEADERSHIP - The leadership function, as
previously described, requires the con-
struction of an informed view about what
ds actually happening within the state
in vegard to delinquency prevention

and control. The construction of this
view is expected to require. considerable
investment of time, specific evaluation
techniques, and is 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. 1In 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 maintain and improve the
system.

SYSTEM DESIGN - The state board is re-
sponsible for developing the conceptual
system design (given the formal title
of "Comprehensive Delinquency Prevention
and Control PTan") and the general plan
for implementation of this design. It

is in the meetings of the state board

and the "“en banc" meetings of the state
and area boards on-a semi-annual basis,
that the details regarding the system

are determined. The state board is prin-
cipally concerned with the system design,
while the area boards 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 carried on
by individual providers of service, agen-
cies which have contracted to provide
services ov are required by law to do
~this, and the area boards, However, the
evaluation of how the system as a whole

-« works is the responsibility of the state

board. As a result of the evaluations
conducted, specific proposals for updating

and modifying the system design are 4in-
bumbent upon the state board. '

FINANCING - The state board is respon-
sible for acquiring or otherwise insuring

the existence of financial resources
needed by the system as a whole. This
will undoubtedly require action at beth

the state and local levels. It is assured
that financing acquired at the local level
should be the primary financing plan for

the system, with state appropriations
providing a minor supplementation to

basic activities and the principal fund-
ing for residential treatment and indirect
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 expression in the next sec-

tion, the area boards have the bulk of
practical responsibilities within 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- |
ed up to this time delegates a considerabie

amount of responsibility to area boards
which have a more practical focus to

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 directions will be in terms of

specified results to be achieved, rather

than in terms of detailed instructions

about how to accomplish the results. The

state board will monitor the procedural
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-

sary work. -

'SUPERVISION OF STATE UNIT STAFF - The
- state board is directly responsible for
- the supervision of some personnel, desig-
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nated as the "state unit" staff. Th :
. a3 » " . e -
-Pervision of the direct and indirect 523-

vices provided by KJSA employe i
Principally be channeled ghrgugﬁ ¥A;1
state board's responsibility to empToy
or d1scharge as well as to supervise
the activities of the KJSA director.
This staff position will be responsibte

for executing the icq
board. g p011c1es of the state

The manner in which the olicies
executed becomes the crigeria1f0razﬁe
éxeércise of supervision over the staff.
The state board will also consider in
some detail the staffing requirements

necessary to fulfill the responsibilities

of both indirect services and di
services of residential treatmegg?CtIt
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 given full authority to hire, adjust,

or fire other direct empl
A, ployees of the

Chart 12 on the next page’summariz
L te on th es T
responsibilities of the State Board ac?e

cording to the immediatel i
S ely preceding

BASIC INTER-SYSTEM RELATIONSHIPS

DEPENDENCIES - The state board will

a dgpendgncy relationship to both thgaVe
legislative and executive branches of
state government. In the former case
the agency will be dependent upon Jaws
enacted to authorize various interests
and responsibilities of the agency and
on the annual appropriations for the
agency. ‘The KJSA will also be dependent
upen the executive branch of government
through the fact that the governor is
the chief executive officer of the state
Though the KJSA deals with the major
portion of the unlawfyl activity occur-

ring within the state it is not of suffi-

cient size or importance to Jjustify a

completely separate identity within state
) government.. Therefore, the'agency must -
be placed with other dgencies in a larger

organizational unit within state govern-

fh - ‘o

}ship on the part of the state board.

QUARTERLY - It is proposed that the basic
meetings of the state board occur at ‘

three-month intervals. In the interim
between the quarterly meetings, committees
and other special groups would be free

to meet and develop material for con-
s1derat1on at the quarterily meeting. It
will 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 information system print-

oo m

]

i R

ment. There has been relative ] \
tent agreement that the agency1ghgg?§js o
not be connected directly to the aduit 8
pena]‘system, largely due to the belief

that where this situation exists in other
states, the juvenile department generally
suffers lack of independence, visibility

and support. Since it is probably neces-

sary for the KJISA to be placed under the
administrative contro] of a Targer depart-

ment, a further dependency relationship o
will Very 1ikely be inevitable. The
nature of this relationship cannot be
pred1c?ed until some specific proposals
regarding the placement of the agency
are under specific discussion.

AREA BOARD RELATIONSHIPS - The basic
Principle regarding this relationship is
that the state board should be considered
a peer of the area boards with equally
important but different areas of respon-
s1b1]]ty. However, the reservation for
assuming a superior position should be
made so that when area boards are unable
to carry out their assigned function

the system.wi]1 not be short-circuitéd
The_predgm1nance of area board represeﬁ-
tatives in the composition of the state
board seem to give adequate assurance
that there will be no capricious dictator-

a

MINIMUM WORK SCHEDULE

outs concerning every aspect of.-the

operation of the syStem.p Regaﬁﬁ}ggs
.0f whether the information system is
developed to produce data on a daily
weekly, or monthly basis, a quarter1§

B
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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 resourcesaneeded

by the system as a whole
2. Annual legislative authorizations
3. Locally raised financial resources
4, Out of state resources

D. AREA BOARD SUPERVISION

Corrective measures as needed
'Monitoring procedural matters

oYUl W~

the case of malfeasance

E, SUPERVISION OF "STATE UNIT" STAFF

Selection of KJSA Director
Supervision of KJSA Director

SARY

DeIegation of considerable responsibility to the area boards
General directions to area boards based on evaluations
Allocations of time and personnel according to need

Reservation of authority to assume authority or requnsibi]ity in

Determine requirements and responsibilities

Less direct relationships with other key staff members

summarization of this information must

‘be made avaitable, and should be re-
~viewed in its entirety by the state

board. :

‘;;The~state§boafd must also review, in

detail, reports from each of the -
area boards regarding their 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 weeks prior to their quarterly

~meeting.
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., 3. The state board should aiso 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 Teast semi-annually. Whenr
there is need, these two matters might
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, 1t will simply be noted
that all aspects of the entire system are
subject for an indepth evaluation-duving
a period of not more than three ‘years.
These evaluations will be proceeding con-
currently and will be presented to the
state board on a regular schedule to
avoid the probTem of having hundreds of
pages of evaluation material to review

at one meeting and nothing to consider

at the next meeting. ‘

The other aspect of the semi-annual in-
terval work schedule is a review 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 contractors will undoubtedly be-
operating in the field of training,
while others may be providing evaluation
or research reports, consultation to re-
sidential treatment institutions, etc.”

THE "EN BANC" MEETINGS - Semi-annually,
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 an
opportunity for all persons with govern-
ance responsibilities to meet together
to consider their common concerns.

These "en banc" meetings 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 meetings is to review

the adequacy of the comprehensive delin-
guency 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 "en 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 "en banc" meeting - at which
the state board is a clear minority -

is the structure within which binding
decisions are made.

The fall 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
with the legal structuring 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-
vious fall. Consequently, modifications
are necessary, and should be carried
out in this "en banc" meeting.

The "en banc" 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 "en
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
predorinant feature of the composition

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 applying to the urban single county
areas. In the former case, each area

has a single representative for each
200,000 persons and fraction 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 positions
on the State Board. 1In 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

membership to serve a ‘three-year term
of office. When an area board member

is elected to serve on the state board,
the reeponsibilities to the area board
shoulid cease and a new person elected

to fi1l this member's previous responsi-
bility.

Governor's appointments constitute the
other classification of membership on
the state board, for which six seats &ve
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

since the number of areas and the geograph- :;

ic definition of the areas can be changed,
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 organizatio.:are specified for the
state board: officerships and comittees.

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

the interest which caused his original

~election or appointment to the Board. The
previously occupied seat would be declared

CHART  13: ILLUSTRATION OF STATE BOARD MINIMUM WORK SCHEDULE

FIRST QUARTER MEETING (MAR)

Review infgrmation system printouts for
Eev1ew gct1ons of Area Boards
eview direct and indirect services provided by st i
. » at
Rev]ew 1/4 of evaluation reports scheduled forythe ygagn1t Staff
Rev1ew‘rquests for authorization of new activities
Develop adjustments plan for staff and Area Boards

FIRST "EN BANC" MEETING (APR)

previous complete quarter

O UT B W N —a

1. State Board hosts this meeting
g. Eev1ew adequacy of the comprehensive state plan
3. Adapt comprehensive plan to recent legislative action

SECOND QUARTER MEETING (JUN)

Review information system printouts for i
Eevjew gctions of Area Bands °r previous complete quarter
- ~Review direct and indirect services provided by state uni

Rev]ew 1/4 of evaluation reports scheduyled forythe yeagmt sttt
Review requests for authorization of new activities
Develop adjustments plan for staff and Area Boards

THIRD QUARTER MEETING (SEP)

OO WM —
e e e P

Review information system printouts for
Eev!ew gctions of Area Boards
eview direct and indirect services provided by state uni
1 _ , , / nit
Review 1/4 of evaluation reports scheduled forythe yeag Start
Review requests for authorization of new activities
Develop adjustments plan for staff and Area Boards

SECOND "EN'BANC” MEETING (OCT)

previous complete quarter

N U1 - W Ry —

T

1. State Board hosts this meeting
2. Review adequacy of the comprehensive state plan
3. Construction of annual legislative presentation

FOURTH QUARTER MEETING (DZC)

Review information system rintouts for i
Sevfew 3ctions of Area Boaads ’ Prévious complete quarter
eview direct and indirect services rovided b sta it s

RevTew 1/4 of evaluation reports schgdu1ed forythg ;gagn1t start

Review requests for authorization of new activities

. “Develop adjustments plan for staff and Area Boards

O O G N —s
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representation of that interest.
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N&te: Area population indicated in thousands.
C = first term expires in 3 years.

B = first term expires in 2 years;

vacant and a new person elected or ap-

pointed to devote full energies toTﬁhe
pr ' The
president would then be free to devote
his or her undivided attention to the
duties of ﬁheLbrESidency,,*In‘the’event,

of death, resignation or other reason

reventing the president from carrying
out his or her responsibilities, the
board would select a hew‘brgs1dent by

A = first term expires in one year;

_ a majority Vote bf its membership. The

president's term of office wi11 b§ one
year, with two terms of office aliowed
and automatically followed by two years

of membership on the executive committee.

No vice-presidents are specified for the
state board.  o

" 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

area boards, with the executive and legis-
lative  branches of state government,
and others. : o

No pbsition 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
organization 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
committees is to concern jtself with
clearly defined fields of interest, the
totality of which approximates the con-
tinuing and inevitable responsibilities
of the KJSA as a whole. That means

that all predictable concerns of the KJSA
are part of the responsibilitiest of one
of these committees. Temporary,/study,
investigative and other types ‘of com-
mittees may also he considered useful

to the conduct of business, but will

not be specified in this general de-
scription. The chairman of each stand-
ing committee (except executive committee)
will be elected by the beoard membership
for a two year term, renewable only once.
The president will automatically serve as
the chairman of the executive committee.

The minimum composition of the four com-
mittees will include: a governor's ap-
pointee, a multi-county area representa-
tive, an urban area representative, and
the chairftan (whose classification of
membership is not considered). No more
than two persons of each classification
will be permitted on a standing committee.
Executive committee -composition will~be:
president, secretary, four committee
chairmen, and one elected representative
of each membership classification.

COMMENTARY -ON COMPOSITION - Several com-

ments about the composition and internal

organization of the board are appropriate.

The first, and probably most impurtant,
of these is that some standard #¥ basic
qualification for membership on the state
board should probably 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 service on a board with very 1little
qualification and make very 1ittle 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 program 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 the” KJSA, this should not be
any particular handicap or inconvenience.
A corollary to this is that periodic
traininguevents 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 unnecessary problems.

Attendance and participation standards
should also be established for the board.
These standards should be developed at
the. outset and distributed to each of

the area boards and the governor. Poor
attendance and participation are problems
found in many citizen boards, and they
are .problems 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 least three of the quarterly
meetings each year and at least one of
the "en banc" meetings. h
This might very well be combined with a
standard regarding participation in other

W work d1rert1y related to the state board -
”,gnsuch as- work on committees which might

. be counted in lieu 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-
jon 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 affect1ng them.

Another matter deserving attent1on is the
fact that members of the state board
should probably be renumerated for their
expenses in attending the meetings.
Persons from all over the state would

be involved and they should be allowed
to be reimbursed for their out-of-pocket
expenses and a token amount to cover
Toss &f income or salary. The principle
is present1y in effect with members of
some other state boards.

The matter of "blocs" which could deve]op
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 needs of
the state board, but are also expected

to fa1r1y represent the interests of the
persons in the area board which they re-
present. Though some "blocs" may develop
over issues that only surface at the :
state board level, some of the interests
which derive from the appointing author-

ity should be exam1ned

One. obV1ous po1nt of ana]ys1s is to assess

~involves areas 3, 4, 5, 9 and 10.

the relative predominance of the multi-
county areas. Theré 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 identify 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 appointments of the
governor identified with the multi-county
areas, they would have a voting majority
on the board. A1l of this, however,

is predicated on full attendance of all
representatives at a particular meeting -
a situation not likely to happen at all,
and, if so, only seldomly. Another
point of analysis trad1t1ona11y made

in our state is to view all of those west
of Highway 81 in a single category. This
Since
all of these have only a single represen-

“tative, there are only five representatives

includes, hardly a cause for alarm.

It seems more 11ke1y that, if blocs de-
velop, they are more likely to develop

on the basis of identification with oc-
cupat10na1(group1ngs rather than geographic
interests. ~That is to say, it is more
Tikely for groups to identify with law
enforcement, judges, welfare, mental health,
or some other categorical interest.

Since the state board is des1gned to pro-
vide an opportun1ty 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

5 Ty

_ inappropriate.
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Likewise, it should be
kept in mind that the board does not need
"prominent names" to accomplish 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 'on area boards
was a deliberately chosen feature 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 Tocal
systems where the majority of the acti-
vity takes place.

The ru]es of precedure for conduct1ng
business in the state board would ordi-
narily be based on standard parlimentary
procedures. No significant change has
been suggested in this regard. 0On 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 Tegis-
lature, and for proposing and enacting
any changes in the comprehensive delin-
quency prevéntion 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 weil as the area boards, are
to have at least six meetings per year.

~These will be categorized as the quarter-

1y meetings of the state board, the
quarterly meetings of the area board,

‘and the two "en banc" meetings.

It is 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 .'en-
banc" meetings. For this 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 review prior to the meeting
of the area board. It is then suggested
that the state board meet in the month
immediately following the area board
meetings (March, June, September, and
December) in order that concerns that have
arisen in the area board meetings, which
require consideration by the state board,
can be forwarded to them in sufficient
time to thoughtfully consider them.

Then, the two "en banc" 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, illustrates
how these meetings are specified and
their relationship to each other. A
total of 62 meetings are 111ustrated on
this chart. :

SUMMARY AND COMMENTARY

This structure, along with that provided
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 local
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
pr1nc1p1es to which importance has been

| ‘attached up to this time.

On the other hand,. it certainly must be
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1récognized that the quality of peffor—
mance ef the state board will depend,

“to a large extent, on the wisdom and

knowledge of  the individuals comprising
the membership of this Teadership 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 a.board member within this
structure. However, the question of
whether these persons will be selected

by the various area boards and the governor,
1is not assured by the specification of

this plan. If persons who are not ser-
jous about this responsibility or who
have special.interests at variance with
the general purpose of the board are
seated as members, the viability of the
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-
tain, and improve the performance of the
Juvenile justice system in the state.

A word about the nature and the quality
of the staff support that such a board
needs is also appropriate. The principal
staff support for this board will eijther
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 which the com-

-prehensive plan is working. The KJSA

director has a rather small staff for
which he is personally 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 v
KJSA director to take an impartial view
of the activities comprising 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 the 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 Tevel relation-
ships since its responsibilities.and
interests will overlap into the fields
of interest of other agencies. This 1is
inevitable since delinquency is directly
related to other recognized social prob-
lems for which some services have been
arranged. In addition, there is the
point that individuals identified as
delinquents or pre-delinquents will
justify concentrated interest from more
than one agency over a period of moriths
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'iSWQescribed as an organij-
zational system rather than a self-con-
tained entity, it is not necessary that

it be entrusted with 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 which the KJSA need have no control.
However, the KJSA must have knowledge 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 these two conditions are not met,

even a large increase in activity may
not be accompanied by increased effective-
ness. -

There is an-almost bewildering array of
potential state level inter-agency re-
lationships that suggest themselves as
either 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 definitions
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 in(the structure
of the executive branch of state govern-
ment has been the subject of considerable
debate. The recommendation of this plan
is for the creation 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 etablished primary concern is 1in
sorte other field of interest.

The proposed reorganization of state

government has obvious implications for
the placement of the KJSA. The project
has had no known contact with -those who

-~ prepared 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 "fad" in state reorgan-
jzation plans (Fla., Ore., Wash., for
example) is to specify the creation of
"super-agencies" to simplify the manage-
The Kansas
plan will surely reflect this national
trend of recent years, and will therefore
reguire -the placement of KJSA under one
of the superagency directors. 1In the ab-
sence of more specific knowledge of the
Kansas study, we simply take the position
that the KJSA should be structured so
that there is no intermediate level of
supervision.between it and the super-
agency director.

Two alternative proposals have been for-
muylated to allow the creation of a KJISA
prior to such time as executive reorgani-
zation occurs, and the time that it can
become a fully independent entity. These
proposals, therefore, suggest what course
of action is desired - in preference to

~other ‘options known to exist ~ if it is

necessary to have a "phase-in" period
of time. The recommendations are:

1. That the current division of Children
and Family Services be given the
resporisibility 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 federal assistance
(that being this division. This par-
ticular division should be charged
with becoming a separate division as
soon 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 Yoc. Rehab.,

D.I.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.

A

Analyzing 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
relatijonships necessary for a fully
operational system as described in Vols.
11 and III. The other state agencies

‘and their major categorical programs are

found in the following Tisting. Chart
16 shows the agencies in a pictorial re-
presentation.. -+ !

THE BOARD OF SOCIAL WELFARE

Division of Child welfare n
Division of Institutional Managemeht
Division of Vocational Rehabilitation
Welfare - income supplementation
Welfare - community services

Mental Health Clinics

LAW ENFORCEMENT AND JUSTICE

Governor's Committee on Criminal Ad-
ministration o

Office of the Attorney General

Kansas Bureau of Investigation

DEPARTMENT OF EDUCATION

Programs for emotiona11y‘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

P]annihg is one of the eSsehtial'responsi-
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CHART 16:

KJSA STATE LEVEL RELATIONSHIPS

OFFICE

GOVERNOR

STATE- BOARD

KdsA

AND - STAFF

FOURTEEN AREA BOARDS

bilities of the state board, an activity
designed to be continuous indefinitely.
Furthermore, it is to be based on facts
generated by the comprehensive 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
entire1y symbolic representation of how
services are to be arranged anhd how re-
sources are to be allocated to various
geographical and categorical interests.
The general plan is used as the point
of departure for the creatieon of 14 area

"adaptation 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-
Tows an "input-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.

e
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STATE DIMENSION.

PLANNING PROCESS

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 br1ef1y described as
f011ows :

1. AREA BOARD INPUTS - Four kinds of

~ inputs are placed in this category.
A1l of them should be produced regu-
larly by each of the 14 Area Boards.

" /- MONITORING DATA - Monitoring data re-
~lating to every identified need, every
service addressed to identified needs,

notation- about the agency responsible
for the service, and the location
from which the service is provided

should be available from every area

at least‘month1y.

PERFORMANCE 'PROJECTIONS - The projected
performance of the system in each area
(and also for residential treatment)

for the next several months (up to a

year) should be transmitted to the
inclusive body monthly. In most cases,
this wi1ll simply be a confirmation =

of previous projections for the system
with minor variations which operational

~experience indicates are necessary.

* QUALITY CONTROL STUDIES - Studies of

the qua11ty of service delivery with=
in the system, conducted internally,

" should 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." These are studjes
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 (including
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, establishing new cate-
gories of need, revising services, etc.

. DISTRIBUTIVE SYSTEM INPUTS = The sever-

al distributive systems (other state
agencies) with common interests should
be required to participate in inclu-
sive dimension planning. The necessary
inputs from distributive systems are

at least two: present and projected
resources.

" PRESENT RESOURCES - The scope of in-

~mension:

terest in this subject area encom-
passes all financial and manpower re-
sources presently available for human

services programs.

POTENTIAL RESQURCES - As a contrast
to present resources, the inclusive
body must also have information
about potential resources; f1nanC1a1
and manpower.

QOTHER INPUTS - There are four "other
inputs" to the inclusive planning di-
independent performance
evaluations, commun1ty surveys, re-
cipient expressions, and p011t1ca1

or 1eg151at1ve 1ssues

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 jdea of

- independent evaluators who have no -
vested interest in the outcome of
~ the evaluationvrather than 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 pn11c1es respohsive to
them. The state board should have
a long-range systematic plan fgr
insuring that this information'is
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-
vides 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, nat1ona1) 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-

g
o



T S L RN
IO T T
NENERAN .

i
: ' i The Kansas Juvenile Services Agenc 67
66 S ORGANIZATION I ; gency
§
|

sists of the following elements; acquir-
ing the necessary planning tools, review
of the performance of the area systems,
construction of a system performance
récord, exploration of inter-system is-
sues, examination of unmet needs, place-
ment of value judgements on, various as-
pects of the system, and,finally, deter-
minations of community priorities for
action in the immediate future and in

“a more extended time frame.

7. ACQUISITION OF PLANNING TOOLS - A1l
planning tools and outputs from
area, support and services planning
dimensions should be available to the
state board. In addition to these,
the following four tools are required:

a. THE "SYSTEM MODEL" - The detailed,
technical and definitive statements
regarding the classification of
needs and services in the system.

6. 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. A1l material placed
in this repository should be accu-
rately subject coded according to
a classification system developed
for this 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 con-
nected with all other computerized
sources of references such as NIMH,
MEDLARS, etc.

d. THE INCLUSIVE DIMENSION PLANNING
TOOL - Due to the fact that the
 members of the state board will
be dealing with Titerally hundreds

of factors with 1iterally thousands

of possible combinations, they must
‘be provided with a tool that en-

abTes 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.

. AREA PERFORMANCE REVIEW -~ This step

Tncludes 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.

. 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.

. 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.

. EXAMINE UNMET MEEDS - The state board

should next turn its attention to
suymmarizations of unmet needs which
have been transmitted to them by
functional systems or which have re-
sulted from their own investigation
through an ombudsman or advocacy
hearing board. Some unmet needs will
have important implications for the
design of services or activities.

_ VALUE JUDGEMENTS - The inclusive body

is now in a position 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 viewed within
previous projections. Where perfor-
mance approximates projections, the
value judgements are less important.

These value judgements should be re-
corded in order to substantiate the
priority decisions which follow. Re-
corded value judgements also allow a
retrospective review of the wisdom of
ghis planning body at some future
ate,

~

. 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 only after completion of plan-
ning such &s described in this pre-
sentation will anyone be able to
speak intelligently and with valid-
ity about the effectiveness of the
juvenile justice system.

THE PLANNING OUTPUTS

A11 of the specific outputs from the
state dimension planning process will

be classified under one of two headings:
external or internal.

1. EXTERNAL QUTPUTS - The external out-
puts are those directed to the public,
extra-community resources, state and
federal governments. They are ex-
ternal in the sense that 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 js possible, with the back- 2.
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 hecessary
to carry out the performances pro-
jections previously mentioned.

c. MANPOWER PLAN - This output speci-
4fies the need for traihing'and de-

velopment of skills of the person-
nel necessary to carry out the pro-
jected performance.

d. SERVICES ESTABLISHMENT PLAN - The
requirements for new community ser-
vices to carry out the projected
performance should be carefully .

~ deveToped.

e. LEADERSHIP PLAN - The Teadership
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, basic training,
advanced or specialized training
ahd 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 which they should have an
opportunity to respond.

g. LEGISLATIVE POSITIONING - The human
services in the community will also
have several implications for local,
state, and tTederal legislation. Con-
sequently, legislative positioning
is an essential external output of
the inclusive dimension planning
process. :

INTERNAL OUTPUTS - The internal outputs

of the state dimension planning pro-
cess 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, and which are under
the direct control of the system.

‘a. SYSTEMS DELINEATION - It will be
- necessary to-originally delineate
‘,gnd'subseqaent?y adjust the delin-

%
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eation of the functional systems
participating in the system. This
concerns the inter-agency agreements
and articulation necessary for ful-
fillment of mutual responsibilities
and interests. The reconsiderapion
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

is great.

b. INSTRUCTIONS - There will be a con-
tinual need for development of in-
structions to the several area
boards. These instructions, re-
member, are developed by a body
which includes their representa-
tives and at Teast some of the
distributive systems. Instructions
would be concerned with the need
to initiate 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 allo-

SECTION 4:

THE

ORGANIZATION

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 the frame of refer-
ence is so vast and since the possibil-
ity of pleasing everyone is small. On
the other hand, it is inevitable that
there will be widespread 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.

AREA BOARDS

As a group, the 14 area boards are given

the key pdlicy direction position in

the overall organizational plan. This
section will describe their responsibili-
ties, their primary relationships within
the system, their minimum work schedule,
their composition and their planning
responsibility. .

AREA BOARD RESPONSIBILITIES

LEADERSHIP - As was the case with the
state board, the most important respon-
sibiTity of each area board is 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 of their juris-
diction. An informed view of what is
occurring as a result.of the comprehen-

i

sive state plan and the area board's par-
ticular adaptation of that plan will not
be easily obtained at the outset. A
dependable information system, and a
great deal of conscientious study will

be required before an informed view is
acquired.

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

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
board should be the final and authorita-
tive voice in regard to how specific re-

- sponsibilities have been carried out in

The Kansas Juvenile Services Agency 69

the area and the geographic or interest

»areas which require further improyement.

The area board should be responsible

for directing public attention to changes
believed to be necessary to ‘Ffurther jm-
prove pertormance,

Area board leadership must also include
specific development tasks in areas pre-
sently unserved or poorly served. This
is especially important for the multi-
county boards since a1l 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 be considered to be a very major
challenge, and one for which there ar

{10 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 community - 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.

ADAPTATION PLAN - The area board is re-

sponsible for-developing an "adaptatijon
plan" 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

Jjurisdiction,

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/the juvenile justice

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-
ing the utilization of services already
avajlable, 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-
gra11y given much Tess 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 jt is
not possible to properly code and classi-
fy any agency without a fairly extensive
conversation with agency representatives
as well as some personal familiarization
with the agency.

The adaptation pTan should be reviewed,
evaluated, and modified as appropriate
at reguiar 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-
creatéd agencies). Private agencies are
expected to perform a number of roles

4

within the overall system, and mental health

centers provide an example of the multi-
county and quasi-public agencies which
wil] also be playiag 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 agencijes within the area of
jurisdiction. This responsibility in-

‘cludes receiving and assessing information
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that originates in all participating
At present, it is recognized
that such agencies are not required to

.. furnish information 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 Bureau of
Investigation but do not always provide
information to the juvenile court of

~ their county or to other relevant public

or private dgencies in their community.
Responsible decisions at the local level
require an interchange of information
regarding various events_and persons with-
in* the community. Placed in the Tlarger
perspective of the jurisdiction of the
area board, this requires furnishing
information on a multi-county basis in
ten of the 14 geographic divisions of

the state. Monitoring activities are
simply to provide a basic understanding
of the Toads 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. .
Such agencies must be monitored; and
evaluated in a complete and comprehen-
sive manner.

Tt is only with the background that

monitoring and evaluation furnish that
proposals for new and innovative acti-
vities can be intelligently judged.
The.area board must be fully aware of
all services being provided, the degree
of success which is being experienced,
and have 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 Tikely to be

sound and responsible.

SELEGTIVE INDIRECT SERVICES - The area
boards are.also responsibTe for insuring

- that certain selective indirect services

are made ayailable to the agencies which
provide direct services. Two indirect
services would appear to be necessary in
every case: supervision of rehabilitation,
and the information system. The super-
vision of rehabilitation efforts which
seems necessary is described in Vol. III.
Basically, .it consists of having a single
highly quatified 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).
here that the area board should be respon-
sibTle for insuring that the supervision
of rehabilitation efforts exist in an ef-
fective way in their area. This might

best be accomplished by making the rehab-

ilitation supervisor 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 hoard. It is there-
fore possible to have as many different

arrangements as there are area boards.

The information system 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 finterpretation
~ should be made by an employee of the area

board, since no other agency within the
area would have an appropriate overall
interest or responsibility. This func-
tion can be handled by-a single individ-
ual since the production of information
is handled by the various agencies who
participate in the system.

The area board's further responsibilifies
for selective indirect services include
surveying areas of need or potential pro-

“gramming that are not otherwise being

covered, and a certain damount of inter-
‘area communications. In the former matter,

It is being suggested

rrp—
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the area board should have a plan for in-

“vestigating fields of interest which 1ie

beyond 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 dinterest
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
Tively interest in whether the state
board is carrying out its responsibili-
ties adequately. As a result of this re-

 view, the area board may wish to furnish

instructions to their representative in
regard to matters which receive the
attention of the state board or record-
ing a position of the area board in an
official meeting of the state board.

Each area board must also be keenly in-
terested in how successfuily residential
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 I1I, many counties
will be a considerable distance from

the closest of these residential facili-
ties. Greater distance typically means
less communication and coordination of
efforts. The area board must be alert
to signs that the minimum acceptable

amount of communication and coordination
of efforts actually does exist' for every
one of the juveniles from their area.

A more broadly conceived interest is 4n
the general design of the residential
facility treatment program.

Each area board must also be interested
in the quality of the supportive services
which are provided from the "state unit"
KJSA staff, and supervised by the state
board. For example, each area board
should develop an opinion about the con-
tent and general effectiveness of all
training programs being operated in the
state. 1In most cases, this judgement
can be based on how well these training
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 be' left to the
area board. There was no intention of
gndermining 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

1s 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 peérson 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 ather hand, it is probably a good

idea to Teave this possibility as a re-
source for the area board as they develop
their adaptation plan. Chart 18 summarizes

these responsibilities. * ‘
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 CHART 18: SUMMARY OF AREA BOARD RESPONSIBILITIES

A. Leadership

3. Public understanding

geographic jurisdiction.

B. Adaptatfon‘pTan

C. Monitoring and evaluation

2. Direct sub-contractors -
3. New activity proposals

3 .

1.

2. ” , !
3. CompiTation of information
4,

E. Participation‘ihvthe7§tate system

Review of state board'actions

F.  Selective Direct services

1. Construction of-an informed view ,
Intra-system communication;w1th other areas and state board(
4, Specific development tasks in unservedAor'poor]y served areas

5. Participation in inter-system affairs in all communities within the

1. Originates with the Cbmprehensive state plan | .
2. Comgendium of Tocal services required (a directory: coded, c1ass1f1ed)
3. Formal adaptation plan - filed with the state board

4, Quarterly review, evaluation, mod1f1cat1on

1. Indepenéehf agencies; both statutory and participating

D. Provisions of selective indirect services

Areas'of necessity not otherwisekcovéred
Supervision of rehabilitation efforts

Inter-area communication and arrangements

1.
2, Instructions to representative(s) o T |
3. Evaluation of how successfully residential treatment serves the area
4,

‘Evaluation of the quality of state supportive services

BASIC INTRA—SYSTEM;RELATIONSHIPS ;k

STATE BOARD - The basic intra-system re-
Tationship is-with the state board which
should be considered as a-body with
equal but different responsibilities.

_The interdependence of the state and

area boards does not lend itself well

to a c¢lear ranking of importance. Col-
lectively, the area boards are jntended
to be the most important part of the sys-
tem, since they have the majority of di-
rect services responsibilities.: In an
important regard, the state board should

be-viewed as the servant of the area boards |
within the state. On the other hand, the
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. state board is empowered 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 AGENEIES - The area board
must also relate to a number of agencies
which-are ~ and will remain - independent
in regard to the decisions which they
make regarding. individuals within their
jurisdiction. The only addition to the
present responsibilities of these 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 decision has
been made, the informatior 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 broad 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, these agencies
will contract with the area board to
‘perform certain specified services. The
area board's relationship wjth these
public and private agencies will be’
determined by the specifications of the
contract. Tt is suggested in Chapter 6

“that follows that a "performance contract-

ing" principle be estabTished in as many
cases as possible. Prior to the time
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 participating 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 might take the form of
helping a group of interested citizens
organize themselves legally and practic-
ally to develop a new service. This
latter point is expected to be important
in the early years of establishing the
system on a consistent basis throughout
the state. ‘

INTER=SYSTEM RELATIONSHIPS

COMMUNITY AGENCIES ~ The area board is
responsible for establishing a Targe num-

" ber and wide varijety of relationships

with agencies and interests related to,
but largely outside of, the system.

The foremost of these are with other
non-participating service providing agen-
cies in the various comhunities. As has
been suggested previously, the area board
should participate as a responsible mem-
ber of the family of human services agen-
cies in all Kansas communities. Though
the scope of interest, and the number of
individuals jnvolved, 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 presently brought

against many agencies with responsibili-

. ties.in the juvenile jusitice field (and

not without some cause). #he 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.

; bt : o ‘ ' 7;“\‘
The area board should also develop direct
relationships with agencies concerned/
with planning human services, wherever
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they exist. . Where ihey do not exist on
a dependable and consistent basis, this

interést might be transferred to "social

awareness" agencies such as the Junior

l.eague or League of Women Voters, or

other .such community-based organizations.

" The area board should be aware of and

interested 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 performa
varijety of functions. The area board
will be the primary vehicle for insuring
that potential contributors of time and

~talent are 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 Teast keeping lines of communication
open in order that unformalized groups -
those which do not have a permanent
existence and definite structure - will
feel, free to contaQG the area board

“with ‘their conceris

_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,

¢ity commissions, councils of*nggrnments,

and school boards all skeuld be  Tnclyded
within this category. It will be speci-
fied that it is the responsibility of

the area board to establish direct con-
tacts with these public governjents and
to keep them periodically informed of

activities, problems, and opportunities
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. S

THE PUBLIC - The delinaﬁenCy 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

~must not be allowed to tontinue. Though |

< dertaken by the area bpards. A misin-

there are certain public information type
activities which can be successfully
undertaken at the state lTevel, the vast
majority of such activities should be un~

formed or uninformed public is’, at best,
no advantage to the queni?e justice .
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-wide KJSA system, while the
five segments show the interests in ;
each county to which the area board i
must relate. While no single area i
board can be accountable for the effect- i
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

-relating to the quarterly meetings of

that the area board showld meet as a
board on a monthly basis. However, it
will be suggested that some activity

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 shuld be to develop the specific
agenda for)each of the quarterly meetings.
This is, of course, in addition to the
ordinary function of an executive committee |

O

in taking interim official action in be- 3
half of the 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-,§‘
1y meeting, and also to allow the board to

CHART 19:
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carry out its duties in a responsible
manner. An executive committee meeting
in the 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 desirable

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 committees 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,

firea board. members should be furnished

with information® necessary to carry out
their tasks responsibly in the interim
between meetings. Every effort should
be made to avoid inundation of drea
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 information
should be distributed as far in ‘advance
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 complete Mnder—
standing. o v
QUARTERLY INTERVAL - The basic minimyf
work scheduTe should consist of the work
accomplished at the quarterly meetings.
Five general fields of interest will be
specified below as required for fylfill-
ment of the area board responsibilities.
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The first of these consists of reviewing
the quarterly information system “p(int—
out™. This means that all information
being recorded and summarized on a regu-
“Tar basis regarding the activities occur-
ring within the area will be placed in an
overall summary form. It jis expected
that this sort of report would constitute
many pages of information, ahd a minimum
of interpretative comment. Each member
of the board should be required to.(and
be able to) interpret information of

this nature and to be sufficiently pre-
pared to make refevant inquiries regavrding
.i.t‘ L4

The area board should schedule evaluation
reports, described at greater Tength in
Chapter 6 which follows, oii at least

one quarter of the total responsibilities
within the area of their jurisdiction

for every quarterly meeting. This will
allow the receipt and review of evalua-
tion reports on the full rafige 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 guartile and the
Tower 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 specific design for these eval-
uative reports is not specified, but it

is suggested that considerable effort:
should be invested in the preparation

of these reports, which should be Tiled
with the state board after area board con-
sideration, commentary, and appropriate
action. ' : :

The third item on the quarterly meeting
agenda should be to develop instructions
to maintain curvent operations and ser-
vices, or to adjust services which ap-
pear to be deficient or unproductive.
This should incTude making financial
adjustments as well as adjustments in
instructions to providers of service

- or agencies, and decisions regarding 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 activities within

the system. It seems Tlikely that most

of the area boards would have a consid-
erable amount of materiai to review

in this regard for, perhaps, several years
after their initial creation. A1l pro-
grams that would establish a new service,
or extensively modify an existing service,
should be included in this category. 1In
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 of
relatively short duration - one year is
almost always too long - and that they

be subject to further review at each suc-
cessive quarterly meeting until a body
of experience has developed regarding

the activity. In most cases, it is sug-
gested that this will bhe impossible in

a period of time less than one and one
half years. :

SEMI-ANNUAL INTERVAL - The area board's

minimum work schedule also includes two

semi-annual “en banc" sessions with the

other 14 governing units within the sys-
tem. The agenda for these semi-annual:

meetings was specified in the preceding

section on the state board. ‘

ADVOCACY HEARINGS - A final suggestion is
made that the area boards should provide
an-opportunity to allow persons 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
afforded 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 commijttee 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 1ie 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 principle
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. T

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 thas needs of the
county and persons who were performing,
or capable of performing, valuabie
guidance for the juvenile justice system.
The 1ist 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 selection of the county re-
presentatives. In eight of the ten
multi-county areas, each county will 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
counties in the area is too small 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 mahner 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 third year. 1In
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 in different years.

CATEGORICAL REPRESENTATIVES - A number of
categorical interests have been identified
as important to the overall strength of
the area board.
are-believed necessary for responsible

and enlightened operation of the board.
Accordingly, action taken at the Second
Conference and subsequently confirmed spec-
ifies that each area board shall have

eight additional seats on the board in

T T

These categorical interests

st o
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CHART 20:  AREA BOARDS' MINIMUM WORK SCHEDULE

JAN .

FEB . . .

MAR

APR . ...

~MAY . .

JUN

AUG . . .

SEP

ocT . .

NOV . . .

-----

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

QUARTERLY MEETING #1

Review information system printout for previous quarter
Review 1/4 of all scheduled evaluations

Review requests for new or revised gct1v1§ies

Develop plan for adjustments on basis of items 1-3

£ N~

Meetings of committees, information distribgted
Executive committeekdeve1ops quarterly meeting agenda

FIRST "EN BANC" MEETING

A1l Area Board members expected to attend, agenda items
Tisied on chart 13 ;

. QUARTERLY MEETING #2

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

PHwn —

..... Meetings of committees, information distributed,

Executive committee develops quarterly meeting agenda

L

QUARTERLY MEETING #3

1. Review information system printout for previous qua(ter
2. Review 1/4 of all scheduled evaluations <
3. Review requests for new or revised activities

4. Develop plan for adjustments on basis of items 1-3

Meétings of committees, information distribgted,
Executive committee develops quarterly meeting agenda

. SECOND "EN BANC" MEETING

A1l Area Board members expected to attend, agenda items
Tisted on chart 13 : ‘

QUARTERLY MEETING #4

1. PReview information system printout for previous quarter
2. Review 1/4 of all scheduled evaluations ,

3.  Review requests for new or revised activities

4, Develop plan for adjustments on basis of items 1-3

(Nothing in Dec.) .
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order to allow the election of persons

"to represent the categorical interests.

These representatives are to be choseén

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 Enforcement

Social Welfare

Mental Health

Church

The Juvenile Court
* 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 will be repre-
sented in the group of county represen-
tatives.y However, no specification is
made to guarantee this. Therefore, it

is also possible that the group of
county/ representatives may not include
any of-thecse interests. For this 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 three year terms of
office with status and authority equal

to the county representatives.

An additional specific 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 consideration
which applies at the area board level.

It seems entirely 1ikely that persons”.
representing these interests may come
from the Targer counties within the area.
This is not, by any means, assured -

but does seem 1ikely. If all ejght 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 seats.

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
elect two persons to serve on the state
board. When this has been done, they
shall be removed from further 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 representative shall 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

shall not be expected to serve on committees

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 board.

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.
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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- pres1dents are specified: one for
each major interest are; prevention ac-
tivities, 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-
vious]y defined. This would insure that
the major areas of interest have an elect-

“ed officer responsible for concérning

himself with how this part of the total
system is working. .

It w111 furither be suggested that these
vice- pres1dents might meet annually, or

~perhaps semi-annually, as a state-wide

CHART 21: ILLUSTRATION OF AREA BOARD COMPOSITION & SIZE
Area ?333132;235 Number of County Categorical State Board Total
(thousands)  Counties Reps. Reps. Reps. :

T 1987 9 9 8 1 18
2 135.3 7 14 8 1 23
3 119.6 9 9 8 1 18
4 89.2 © 1 1 8 1 20

5 42.8 9 9 8 1 18 *
6 193.1 6 12 8 1 21
7 113.9 9 9 8 1 18
8 198.8 11 11 8 2 21
9 163.4 12 12 8 1 21
10 106.2 18 18 8 1 27
o 350.7 1 12 8 2 22
12 155.3 1 12 8 2 22
13 186.8 B 12 8 2 22
14 217.7 1 12 8 2 22
Totals 105 162 112 19 = 293

Four {elected) officerships are specified. 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 committees required for the area board |

to accomplish the purposes prev1ous1y
1isted 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
rehabilitation programs. This temptation
natura11y arises from the specification
of vice-presidents for these purposes.

- 0On the other hand, the adaptation plan of
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_-an area board may lend itself more logi~

cally to formation of committees on dif-
ferent organizing principies - not the
least of which might be county bases for
committees in the multi-county areas and
a neighborhood or community organizing
principle within jhe single county areas.

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 are
suggested as applicable to all area
boards, and each area board should, there-
fore, he 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
composition, 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 1s V1ewed as a positive
value. :

Some of Lhose who are e]ected to repre-
sent a particular county will be placed
in a position of representing more than
one interest. This is Tikely 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 particular county, but since 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 part1cu1ar 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 area board. As was sug-
gested regard1nq the state board, mini-
mum attendance = or part1c1pat1on in
other official activities of the board -
should be equivalent to attendance at
75% of the meetings and not being ab-
sent two quafterly meetings in a row.
Committee meetings and other off1c1al’"

“ordered activities of the area board\

should be allowed to be counted within
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 &llowed - at the same
rate of remuneration for state board
members

Formal and informal alliances 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-
ing from the board over a period of months
and years. It may be expected that coun-
ties of small population will tend to

vote together, and such counties predom-
inate on all multi-county boards. This

is a generally unexplored subject area.

It is also possible that some of the cate-
gorical interests aiso may assume a con-
siderabTe minority strength in the board.
It is possible, for example, for several
judges to be elected as the representative
of .their county and, therefore, constitute
a sizable b]oc ‘

A final comment in this sect1on is appro-
priate on the youth representative on.the
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area board. By their very nature, youth
representatives are not likely to serve

a full three-year term, This is expected
to result from the fact that only the
older juveniles are 1ikely to be consid-
ered as proper members, and such persons
are 1ikely to be juniors or_seniors in
high school, and even further 1ikely to
Teave the community upon the completion
of high school. 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 consultation,

and is able to acquaint himself or ‘herself
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. A1l persons who are 19 should
be ‘considered as ejther a categorical or

- county representative, rather than a

youth representative.

"QUALIFICATIONS - Since the area board

has work of considerable importance. to
accomplish, it is expected that persons
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 political considerations. It

is not essential to have "prominent" per-
sons on the board. Boards to which

"prominent" 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 establish pre-training pro-
grams for all area board members. Pre-
service training programs are those re-
quired prior 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 degcisions. 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.

CONDUCTING 'BUSINESS - The conduct of ik
business by the area board should ordj- ik
narily be accomplished through standard E:
parlimentary procedures. Unusual parli- E
mentary procedures might be appropriate A
in various circumstances, such as the 1 -
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 total.member-
ship might be required for these very
basic changes, and there are conceivable
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 deve1op-"
ment of the state plan both directly

and indirectly and makes the particulars
istic adaptation of the state plan to
the interests, realities, prdblems and
opportunities existing within their geo-
graph1ca11y defined area. The area board §

—
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must develop a relatively complicated plan
in order to fulfill the expectations and
potent1a1 of the system. The area dimen-
sion planning operates within a framework

that includes T1iterally dozens of agencies:

and services which must be brought toge-
ther in to a system that provides rational
and Togical relationships between locally
previded services and treatment resources
outside of their jmmediate influence (re-
sidential treatment facilities). The

area dimension of planning is a "function-:
al system" that contains all genera1'and
programmatic elements specified in the
system model except the residential treat-
ment elements. 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 Tonger 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 Jur1sd1ct1on An
important question to examine 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

or 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 clearly 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 matters for the1r
cons1derat1on

The area board does‘inqlude, as part of
its necessary structure, all interests

“which are felt to be essential in the

planning process. It is not assumed

‘at the outset that €ach member of the
~area board will have a sufficient

familiarity with planning or experience

‘with the system to_function as fully

experienced planners.

The responsibility of the planpers is
quite simply stated: the planning body

is to insure that all elements identi-
fied in the comprehensive state,plan
are adapted to the realities of the area
of jurisdiction 1n a consistent and
effective manner.. The area board will
have the opportun1ty of making specific
adaptat1ons of the principles to the
area, Dut is not given the authority to
change the basic elements of the state
plan - except through one of the semi-
annual "en banc" sessions at which the
utility of the state plan is examined
and appropriate changes or modifications
made on the basis of group action.

Chart 22 111ustrates 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 e]ements

AGENCY REPORTS AND REQUESTS --This cate-

gory of planning inputs includes five
specific  qitems +identified below.

1. ANNOTATED MONITORING DATA from all
current activities within the respon-
sibility of the agency. The area
board will, therefore, receive monjtor-

~ing data in regard to every specific
function being undertaken as part of
the system, 1nc1ud1nq res1dent1a1
treatment. U

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

3. REQUESTS FOR AUTHORIZATIONS from all

agencies performing, or wishing to
perform, a specific function within
the total delinquency prevention and

control system. The requests for author-

e e TG

T e e




o ; T
-84 ORGANIZATION The Kansas Juyenile Services Agency 85
WIS 1. LONGITUDINAL EVALUATIONS of " THE PLANNING: PROGESS cases, such requests will be present-
N ‘ ~ctiveness of specific v o R ) ed on an annual basis, ‘and in other ;
3 : : ?Bﬁci?gnca;tivities shgu1d The planning process.will consist of a cases on a more frequént basis. .
- THE AREA DIMENSION PLANNING PROCESS be commissiomed and reviewed number of discrete steps, each of which e |
e on a scheduled basis. These is important and is related to the 4. The area dimension planners should next -
‘ studies are not listed under kinds of planning processes identified develop an informed view of the over- f
- the agency input since they in the vifier.three dimensions of plan- all functional efficiency of the sys-
P are more valuable if pre- ning (state, agency, professional worker). tem within their area of jurisdiction.
L | sons with an inde- e - y - This requires informed evaluative
: EZEggniyvggﬁ point. B 1. The planners must acquire several. judgements that should be reviewed A
: R | 2gann1ng tools in orde;hto carry]out for accuracy at some subsequent date |
b 2. \TIVE PROCESS ANALYSES 1€ WOrK necessary n the area plan- ‘in order for the area dimension plan- .
ij. 2 ggMZﬁ§e£%¥ progedures WEhIN ning dimension. E neis to]measure'the1r own ability to |
] e agency il P to < o ' | judgements. L g
| . the agency in order to deter , o 4 ] make value ju ;
s “AREA DIMENSION mine the efficiency of super- | a. lggts¥5§em model andtgo?pr?hen§1ve | S |
4 ~ ' vision and administrative ! e plan are essential planning 5. The area dimension planners would also
A PLANNING PROCESS - support of direct services - | tools. : : ‘relate any summarizations of unmet 2
: should also be provided apart } ; ) needs of which they have been made- |
i from the self analysis done ; b. Separatg analyses of all agencies aware by agencies or other planning
: by the various agencies. : responsible for any part of the inputs to the delinquency systen
i by the vari Ic1es | de1lnqu¢ncihprevent1og aEd co$tr01 within their area. This may involve
o . RECI 'S PERCEPTIONS - The i system in tne area. ouch analyses investigation of matters not ordinar-
ol 3 -EEEEPéEZEd sEou1d make a con- i are to provide a complete picture ily a subject of regular reporting.
0 sistent effort to obtain di- ! of the agency with specific descrip- o o
A rect information from those | tions of the various functions 6. The planners should next determine
s} who have been provided with i carried out as part of the-delin- the value judgements regarding re-
. cervices. or which are scheduled ! ‘quency system. : | : sults and -individual agencies within
' : to recei;é‘serv1Ces. This chan- | : . ; o SR their area. These value judgements
THE . STATE - PLAIIG - DINENSION nel of communication should | Ce Afm%ﬁel gftthelspei1fég adaptat;ons should be recorded for future reference.
_ , i of conianie : - ; 0 e state plan to the area o ‘
exist independent of the agen- ; considerati m Y , ) » :
X naepel \ > . H ion-developed previous- PLANNING QUTPUT
- o o cies performing actual services. | bty - !
‘1zations are to be‘p13cedtjn,a‘stan— 2 MANPOWER INFORMATION - The area board ié ,;gdgqsﬁagengiag;:31Séve%:pgglsthe There are two basic planning outputs from .
e o o " ShouTd be apprised of the availability | first task is to insure that it ‘the area dimension planning body. The .

4. EVALUATIONS - Each agency shall be

 Zsked to produce internally-conducted
evaluations on a scheduled basis in-
suring that each specific function
within the total system would be
svaluatéd in this manner at least
once every three years. :

5. ADDITIONAL REPORTS on matters requir-
 ing attention at this or the state
dimension should be submitted to
the area dimension planners whenever
a need is perceived. o ,

OTHER INPUTS - Four other kinds of in-
puts may be expected at various times
but not necessarily on a regular basis.

Each of these inputs is briefly character-.

ized below.

of manpower, the necessity for train-
ing, and should accrue information

on manpower in order to make predict-
jons for-the future. This information

is essential to the proper function-

ing of the system. . v

DISTRIBUTIVE SYSTEM INPUTS - A further
input category here consists of the

inputs from resource acquisition chan-
nels. Principally, the resource ac-

quisition channels will be directed to
the state board and KJSA, The concerns
will include the availability of funds

- and personnel and conditions affecting

the availability for a particular area.

‘It is also jmportant to consider federal
‘sources of funds in this general cate-
;j;gory.~ I PR ,

is developad. ,
d. Other p]énning tools used in
~other dimensions of planning will
also be necessary or useful.

2. The First step -after:acquiring the

necessary planning toels 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 investigated
where an indication of performance
variances for projected plans exists.

3. The thi;d step in'area dimension plan-

ning is to study and begin an evalua-
tion of all requests for authoriza-
tions for futyre activities from
agencies within the system. 1In some

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 communities
within ‘their 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, summarizations of unmet needs,

requests for authorization, performance

_projections, and community relations
activities. o V ‘ :

a. The factual portion of the external

affairs concerns transmitting in-
formation about the performance of

e LTS
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c. A very basic type of communication

.‘Intefna1 affairs are those which con-

ORGANIZATION

Instructions to agencies within

the system regarding their ser-

o vices are obviously important.

. Such instructions are not expected
. to be frequent or detailed.

- the system in changing recipient Coa.
characteristics in the most re-
cent report, and cumulatively.

b. Another factor of importance is
~the summarization of unmet needs
of persons within the purview
of this planning body. Such nheeds
. may be those reported by the agen-
cies within the area, or which

have developed directly from the
recipient input. : .

b. The allocation of resources for
specific functions to specific
agencies is a major product in:
the internal affairs field of
view, ‘ :

. Coordination of efforts between
agencies within the area system
is another internal affairs chal-
~Tenge which may assume a Targe.
degree of importance in some
situations.

o

is the request for authorization
of further activities and projects
from the State Board. This general
category also includes requests

. for trained and experienced per-.

“sonnel. - ‘d. The area dimension planners are

responsible for the resolution
of inter-agency planning or op-
erational issues that arise.

d. Another important method of commun
jcation 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.

EVALUATION OF THIS PLANNING

The only fair and accurate measure of
this area dimension planning is to be
found in a Tongitudinal 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 iTlustrated 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 Tess
on the process that has been used than
the results that have been recorded.

e. Community relations activities are
very 1ikely to be important in a
majority of areas - at least oc-
casionally.

cern the area dimension planning

body's relationship with the agencies
responsible for carrying oyt the speci-
fic kinds of relationships that can

be described are: instructions,
allocation, coordination, and issue
resolution. - ~
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CHAPTER 3
STAFFING THE SYSTEM

- Page 91
INTRODUCT ION age

i i f . i -aff members to carry out
KJSA will, necessarily, employ certain staf _ ¢
Egg responsibf]ities at both state and area 1§ve1s. To 1insure atﬁor
rect understanding of the size of the agency 1n relationship to g
other activities within the system, this section presents a.regs$n-
ably complete listing of the number and kinds of staff required Tor
the KJSA and the system as a whole.

GENERAL ADMINISTRATION Page 95

. . s . . d
.s section is concerned with the chief administrative position an
g?%ﬁ the principal assistants to the director of the agency. gggginct
of these positions is described in terms of: basic fanc?éon,f %he

responsibilities, relationship to others within agd outside o
agency, qualifications, pay, and other considerations.

; 4
SUPPORTIVE SERVICES page 10

lized services established to support all agencies, offices,
223 ?ﬁgggiutions with responsibility for delinquency prevent1%n anged
control are described in this section. These services are c? egori
as follows: personnel, training, information, evaluation, p agp;qg%es
and fiscal. Each is described in terms of the number and.capg.1 1t
of the personnel required, and related to the administrative director

responsible for the service.

RESIDENTIAL TREATMENT PERSONNEL Page 108

" The personnel required to operate the present and projected residen-

ilities | i ) ibility of
+ia] treatment facilities that are to be a direct responsi ' '
2;21Kdgiaare described in this section under the following head1?gs.
- Boys' Industrial School, Atchison Annex, Girls' Industrial School,
Targe regional facilities, and KJSA Intake.

10
OTHER STAFF Page !

ivit, t or even re-
here are some other areas of activity that may sugges
gu?;e the assumption of responsibility by the KJSA in prgference tod
a local agency. The criteria for making §h1s_3udgement 1s_prese2te
along with some examples of how this possibility can contribute to
the ultimate objectives of the system.

INITIAL OPERATIONS | e
“In the first year following creation of the KJSA, a great deal of

= development work will be required before full-scale operations can

be initiated. This section specifies first year staffing and costs.

Page 115
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SECTION 1: INTRODUCTION

The system we are describing will direct-
ly employ, and otherwise utilize, a very
Targe 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 of-a comprehensive 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-
ter uses 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 these is that the placement of the
KJSA within the family of state agencies
is not, yet, specified. The placement
of the agency would obviously have a sig--
nificant effect on the kind of personnel
structure within the agency. At this
paint, 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 resulted 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 any other staff members who

are to, be employed by the state. The

. been described.

\,

residential treatment arrangements would
be provided ithrough inter-agency arrange-
ments and contractual relationships.

This Tatter point will not receive further

attention in the text that follows, but
the reader should be aware that it is*“
a possibility. \
Four established services operated pre-
sently by the state will continue to be

a part of the overall system. These

four services include the Boys' Industrial
School at Topeka, tha 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 III as part of the
system. These are the three regijonal
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 supportive ser-
vices in order to implement the general
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

It is the purpose of
this chapter to enumerate, discuss, ex-
plore, and propose for consideration of
our planners, the type of staff which

is necessary to carry, out functional
responsibilities previously described.

CORRECT UNDERSTANDING‘REQUIRED

The first task in developing an accurate
understanding of the staff which will be

R A S A TS P TN
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required, is to develop a very general
description of the broad areas of respon-
silibity that are necessary for the
system, and in which previously estab-

Tished positions in this planning effort.

are reflected. The broad areas of re-
sponsibility will be summarized 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 ~ This area of
responsibility concerns the full range
of matters which were given detailed
expression in Chapter 5 of Volume III.

. SUPPORTIVE SERVICES - This general
category includes the kinds of programs
within a1l of the communities of
Kansas, including those matters which
affect the provision of all services.

(O3]

4. FINANCIAL - This area of functional

responsibility concerns the financial
integrity of the system as a~whq]e.

The relationship of these functicps to each
other and the overall system requires some
comment. The Teadership support function
is necessary to make it realistically
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 fuhction is a

part of the overall treatment system.
The residential treatment staff are part
of .the same overall effort as are those
involved in the system in local communi-
ties. The supporting services staff is
responsible for providing the kind of
indirect services needed by all of those

who deal directly with delinquents and .

i

pre-delinquents. Finally, the financial
function is self-explanatory; insuring that

all financial transactions preserve and

reflect the kinds of controls and manage-
ment of finances necessary for overais
effectiveness.

Chart 23 on the next page summarizes
these areas of functional responsibility
according tu the descriptions. given im-
mediately above.

After determining 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 dependencies involved in each
of these jobs. Each Job will require the
development of supervisory relationships
with other persons and will involve depen-
dencies on superior authority. Finally,
the qualifications, pay, and any- other
considerations which may be important
regarding each job must also be stated

in order 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 major responsibilities,
and the cost of supporting the staff speci-
fied. It is only then that the size of
the proposed 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, .
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CHART 23: KJSA FUNCTIONAL RESPONSIBILITIES

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

T. LEADERSHIP SUPPORT

Staff support to the state and
area hoards, 1iaison between
these leadership bodies, execu-
tion of enacted policies with-
1n the staff structure and
~ Inter-agency relationships.

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 faciTities,
contracting authority for pur-
chase of services from other
~agencies,

| 3. SUPPORTIVE SERVICES

Provision of indirect services
~to direct service agencies; in-
~ formation, research, training,
. prevention consultation, per-

sonnel, and professional certi-

fication.

4. FINANCIAL

Budge@ing, cost-analysis, ac-
counting, disbursements, pur-
chasing and property control.

Usually cited as the chief advantage of
employment .by state government is the
‘stability of the employment structure.
The stability which employment with the
state government can provide is generally
regarded as a very positive asset. The
state of Kansas has a well developed

civil service employment structure that
promotes and fosters employment stability.

It is also possible 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 a very considerable advan-
tage if the KJSA becomes involved in pro-
viding some direct services, and it is

-expected. to be valuable in the supporting

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.
empToyment. :

There are also some disadvantages to state

" possibilities.

employment which should be squarely faced.
Probably the most obvious and frequently
mentioned of these are the inherent dif-
ficulties of bureaucracies. These dif-
Ficulties are well documented in 1itera-
ture, and require an almost eternal vig-
ilance if they are to be avoided. Re-
lated to this is the fact that state em-
ployment can develop an insularity and
unresponsiveness to changes in condi-
tions and situations. Unresponsiveness is
clearly inimical to the operational neces-
sities of the system as it has been de--
scribed. Finally, state empioyment usually
}nvo]ves salaries which are noticeably
low in comparison to other employment

0SS ] Though many people are
willing to accept a Tower rate of pay in

- return for the greater stability of a

particular job, many are not.

DESIGN PHILOSOPHY

One of the major design philosophies re-
flected in the following material is the

‘creation of a small group of persons of
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CHART 24: PROPOSED KJSA GENERAL EMPLOYMENT
‘ CLASSIFICATION SYSTEM
‘ IGHT CLASSIFICATIONS: SALARY CLASSES (Ex-
DESCRIPTIONS OF THE EIGHT 7 R hesands)
1. KJSA DIRECTOR (only 1) 24
2. ASSOCIATE DIRECTORS (7) 23 )
Administrative positions of considerable importance,  ,o % ~—
requiring extensive expertise in various fields: o
coordination of aréa programs, development and eval~ E
uation of prevention programs, coordination of re- o
sidential treatment institutions, and supervision of o
supportive services. o
. 19 7
3. ASSISTANT DIRECTORS (23) K
Administrative positions with more narrowly defined” 18 <
responsibilities: Area Directors (14), Institutional P
superintendents (large) (5), Prevention programs de- 17 @
puty, Personnel, Research, Financial department heads. 6 .
(5]
4. UNIT DIRECTORS (28) ‘ - -
" Administrative and specialist positions with well de- @
fined responsibilities: Area Rehabilitation Directors 14 &
(14), Institutional superintendents (sma!1) (4), In- . o
take 806 (4); Training officer, Information system, 1387
volunteer recruitment, auditors (3). o
128 G
5. SENIOR SPECIALISTS AND SUPERVISORS <
A general classification for persons with an M.A..and« 11 ‘j
directly relevant experience and provgn‘capab111t1es: pi
the JSW supervisor, institutional posit1ons, and a 10 =By -
variety of other specialists. : ) 25
- [5 ]
6. EXPERIENCED SPECIALISTS o =
} A general classification for persons with considerable o
relevant experience or the entry level for inexper- 7 =
jenced M.A. holders. The probation supervisor and .S
most JSWs. 6 §
‘ | &
7. SPECIALISTS : , 7 5 é;
| The entry level for professional workers, the minimum D
standard being-a B.A. or equivalent: probation caun- 4 £
selors in the lower range (8,000 - 9,000) and JSWs S
in the upper range (8,500 - 10,000). 3
8. PARA-PROFESSIONALS | ‘ | |
From mihimum wage to 8,500 per annum (numerous)

inn SRR
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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-
1y high salaries. This concentration of
highly paid staff members will probably
attract a good deal of attention and some
harsh criticism, but our advisors have
felt it is an important principle that
must be allowed to stand, even if criti-
cized. The design of the staff along
these Tines 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 empluyment
structure also includes the "ladder" con-
cept of employment structuring. The gen-
eral employment classifications in the
employment structure have overlaps with
the higher and lower classifications and
avoid creating "unbridgeable chasms"

that would prevent a normai progression
or promotions for those within the staff.

; SECTION 2: GENERAL

There is alsc a heavy emphasis on "pro-
fessional” providers of service in this
plan. The term "professional” is used

in a very general sehse, since there are
no recognized professions for some of

the specified jobs. However, the inten-
tion is to indicate that persons should

be highly trained and wel] 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. 1In most cases, such persons should
be used as an extension of the skills of
the professional staff members who remain
responsible for the services laing provided.

Chart 24 on the preceding page proposes

a KJSA general employment classification
system. The Teft 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 mahy persons
might be included in each classification.
In several instances, these general classi-
fications would include two or more speci-

- fic salary schedules. The right column

of the chart indicates the range of salary
in each of the eight general employment
classifications. _

ADMINISTRATION

The general administration of the KJSA
includes those persons directly respon-
sible for the supervision of functional
responsibilities: leadérship support,
residential treatment, supportive ser-
vices, and financial. This group is com-
posed of the KJISA director {level 1) and
the 7 KJSA associate directors (level 2).
This groupr of staff members will be re-
ferred to by the term "principal staff
members." 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
state statutes.

The KJSA director is responsible for 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 the area boards through-

out the state, and are given the title of

"area coordinator." A coordinator of re-
sidential treatment, a program accountability
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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 Tevel 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 iilustrates

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
psychiatrists 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 is

above that specified for some of the
principal. staff members. There iy 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 .

"staff" rather than & “1ine" function
within the system. Some mention is
made of staff members in these positions
in 'Section 5 which follows.

THE DIRECTOR

PRINCIPAL FUNCTIONS - The KJSA director

',13 to perform three principal functions:

executive director of the state hoard,

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 divector is the staff.
~‘member ultimately responsible for staff

performance. " Récognizing that much of
this responsibility will be delegated,
the state board {(and other established

interests) must have a person whom they

can hold responsible for staff performance.
This person 1is 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 coricept, it is expected that (es-
pecially in the first few years) a very
positive sort of staff leadership will

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 a¥l 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 of -accom-
plishing this task is-simply to:issue -
the proper detailed instructions to other
persons within the staff .structure. It

‘will be emphasized that all state board

policies relating to the operation of.
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CHART 25:
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the,system should specify the interval
on which reports on progress 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, (i1lus-
trated in Chart 25 above). The director
1s to be personally responsible for- -
this supervision, 'a responsibility that
may not 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
-d1regtors also be allowed to relate direct-
1y with committees or officers of the™"
board, but that the ultimate responsi-

‘fpility‘for their supervision be vested:
in the KJSA director.

J : If a controversy
or conflict should develop between an

~associate director and some person or unit

ments within the system.

of the state board, the proper method

of 15 resolution should be to reestab-
1ish 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 Tess

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-
nents 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

authorizations and appropriations shall
be prepared, following the en banc
meeting of all fifteen boards. It shall

‘be the KJSA director's task to 1nsure

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
first of these is the dependency relation-
ship to the state board. The second is
the dependency relationship to some other
staff member or official 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 director responsible to some offi-
cial in state government. Many will

" clearly recognize the argument that it
.would: be undesirable not to have this .

dependency. 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 faithfuIvaand’effective]y.

It also seem Tikely that the director

will also need to relate to some comm1ttee'

This may, or
It would
be preferrab]e to have the state board

of the state legislature.

~ as a whole develop this relationship.-
~ However, it must be recognized that the

state. Ieg1:1ature provides its own-de-
finitionsFano it wishes to provide it

~ with the facts and 1nterpretat1on that
~ it will use in developing Ieg1sIat1on and

making appropriations. ‘It is generally

~_conceded that the state legislature must
. have this authority if it is to carry
out its Ieg1sIat1ve respons1b1]1ty

six associate directors.

The KJSA director will, as previously
mentjoned, provide direct supervision of
It does not
seem proper to structure in any further
staff supervision respons1b111t1es other
than these.

QUALIFICATIONS - The primary quaIifica—

-and advising four area boards. TI
-sponsibility will begin with the raquire-

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 level of pre-
vious work experience should have been
at the immediately lower level of respon-
sibility. It is also believed to be
important to have a very broad familiar-
ity with the juvenile justice system 1in
this state, or in some other state whose
organization of the system at Teast approx-
imates that specified here.

CLASSIFICATION - The employment classi-
fication for the KJSA director is 1.
This person is the only staff member

‘des1qnated 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, 13, 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 res1dent1a1 treatment ser- - -
vices serve these areas shall be channeled - -

through the Residential Treatment Coord-
inator, whose responsibilities are enumer-
atdd later in this section. The ACE will
also be‘responsibIe‘fon;consu]tat%ng with
is re-

ment for attending every area board meet-

. ing, and most of thevcommittee,meetings
v>called by the various boards.

~The third
of the pr1nc1pa1 functions is the direct

superv1s1on of four area d1rectors
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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
in this designated area. Monitoring is
intended 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 ACE will be responsible for insuring
that it is produced on schedule and with
accuracy and integrity.

The ACE is also responsible for conducting
or arranging for specific evaluations

of the upper and Tower 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 cutstanding
and those which appear to be poor or in-
effective. These evaluations are to be
based on actual 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 or comm1ttee, to meet on an unsche-
duled basis.

The ACEkshaII 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 this, it is fruitful to consider
the ACE to be a liaison between the state
board and staff and the area board and
its cooperat1ng agencies.

. The ACE shaII also d1rect and support

the practical work of four area directors.
Though each of these area d1rectors is

.also responsible.for relating d1rect1y

to their area board, they shall also have
a relationship (w1th1n the staff struc-
ture of the KJSA) to the execut1ve

or private social agency directorship IJ

branch of government and the ultimate 3
poI1cy making authority within the sys- o
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 fulfill this respons1b111ty well.

The area coordinator also is the super-
visor within the staff structure for

the area directors.

QUALIFICATIONS - The minimum qualifi-
cations for this pos1t1on will be speci-
fied as five years experience in public

or highly responsible administrative
position.  Though it does not.seem wise
to definitely specify the size of the
agency within which this exper1ence has
been gained, it does seem wise to suggest
that the area coordinator should have
had several professionali’staff members
and a diversity of responsibilities. It
is also important for this person to
have some familiarity with the Juven11e
JUStICé system, I

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

AREA COORDINATOR (CENTRA_)

PRINCIPAL FUNCTION - This person is respon—
sible for coordinating the responsibilities
and interests of the KJSAR1n Area 2, 3,

4, 5 and 12 from an off1ce in Sa11na

The pos1t1on is directly comparable to

that of the ACE, except that it covers

a d1ffehent geoqraph1c 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 geographic
area which will obyviously require a great

-.deal of traveling that was not suggested

in the task description for the ACE. The
other principal functions of this person
are the same as that of the ACE; consult-
ing and advising with five area boards,
and supervising five area directors.

SPECIFIC TASKS - The specific tasks of

~this position are virtually identical to

those of the ACE previously described.

'RELATIONSHIPS AND DEPENDENCIES - The de-

SPECIFIC TASKS S

qhere. 5 3

scription regarding the ACE above is appli-
cabTe here.

QUALIFICATIONS - The qua11f1cae1ons for
this position are the same as those for

© the ACE previously described.

" CLASSIFICATION: 2

AREA COORDINATOR (WES_l

PRINCIPAL FUNCTION - The ACW is responsi-
bTle for coordinating the reSpons1b1;1t1es

" and interests of the KJSA in Areas 6,

8,9, 10 and 1} from an office ‘in :
w1ch1ta . The geograph1c area of respon-

, s1b111ty For this task is basically the

southern one-half of the entire state.

. This very considerable geographic area
“would be very.

difficult to serve, and
perhaps should be revised. 'The other
two principal Tunct1ons for this ACW
position are: consu1t1ng and adv1s;ng
five area boards,\and superv151ng five
area d1rector ‘\ ,

The spec1f1c tasks '
of this position-are virtually identical

~ to those of the AuE prev1ous]y descr’bed

\
RELATIONSHIPS AND DEPENDENCIES - The de—
scription regard1ng ﬁhe ACE is app11cab1e

: \

| : N
VQUALIFICATIONS - The qua11f1ca%1ons for

this position are the same as those for
the ACE- prev1ous1y descr1bed \% 5

CLASSIFICATION 2

PREVENTION COORDINATOR | i

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- 3
sponsible for monitoring all prevention
programs operating in the state, and

for conducting evaiuations of such pro-
grams on a systematic plan. It should

be recognized that the operation of pre-
vention programs is @& local responsibility,
and the supervision of such programs is K
an area board responsibility. The PC L
will act as a resource person at the i
state level, and will serve as a consul- f
tant to both area boards and operational
responsibility agencies. §

TR

SPECTFIC TASKS - A major specific task of

-a resource for all persons who are in-

terested in the field of prevention. De-
tailed program descriptions, i
of programs, and theoretical ideas re-

Tected and systematized in order to serve
- as a pract1ca1 resource for a wide variety

are made by area boards. or by agencies in
" various. commun1t1es

~-each of the three general elements such
- as those used as the bas1s for descr1pt1ons
n VO1ume IT..

, The PC'will aIso be respons1b1e for Sys=

quire systemat1cat10n and cod1ng in order.
.to.provide a clear picture.of Lhe;overaIT
“preVention‘effort; T ‘ .

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

evaluations
garding prevention programs will be col-
of persons. Following this, a very gen-
eral plan will be constructed which re-
sponds’ to the expressions of need that

Th1s ‘general plan
will include program descriptions in

tematizing the 14 adaptation plans developed
for each area. The adaptation plans are
expected to a]I be different, and will re-

‘\\
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The PC will also develop proposals to
modify the comprehensive plan in the
prevention field as directed or request-
ed by either the KJSA director or the
state board. 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 with this authority.

The PC will also serve as a consultant

to any 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 authorization
through:the specific responsibility iden-
tified immediately above. However, this
consultative advice should be available
to any individual, group, or agency
within the state.

A regular monitoring of information
system printouts on all operating pre-
vention programs is a further specific

responsibility of this position. - This

monitoring shall occur no Tess often
than quarterly, and more frequently
for prog:ams with unusua] character1stics

~The person occupying this pos:t1on is a]so

responsible- for deVelop1ng the evalua-
tion deslqns for a1l prevention programs .
This is to ‘include des1gn\ that will in-

sure that information is recorded, sum-

marized, and forwarded to the area boards

‘yand‘the prevention coordinators office.

‘F1na11y, the PC will superv15e the work -

of at least three other persons. - One of

‘these persons will be a highly qualified
- and experienced person in the prevention

field.: One additional profess1ona1 per-
son is specified for this department,
and one secretarial position.

RELATIONSHIPS AND DEPENDENCIES - This:
position is primarily responsible to the
KJSA director. The position is one of the
7 which the director d1rect1y supervises.
Of much Tess importance, is the relation-
ship between this position and the area
boards. The relationship will be character-
ized as a consultative role. FEach area
board must be furnished the benefit of the
PC's interpretation of the effectiveness
of prevention programs on a regular and
consistent bas1s, and for responses to
specific inquiries and requests. The PC
will also serve as a resource to any
agency undertaking or planning to under-
take prevefition programs, and will serve
as a general consultant to other staff
members within the system.

QUALTFICATIONS - The qualifications for
this position are quite difficult to
describe in specifics. It will be noted
that it would be highly desirable to To-
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
pos1t1ons to which reference can be

made in being more spec1f1c about these
qua11f1cat1ons

CLASSIFICAT’ON 2

RESIDENTIAL TREATMENT COORDINATOR

" PRINCIPAL FUNCTIONS - The Residential .

Treatment Coordinator (RTE) is princi-
pally responsible for coordinating all

residential treatment programs.that are

a part of the overall KJSA system.

' These services are the only direct ser-
‘vices provided by the KJSA in: the system

design, and are expected to include

- several elements not now existing. ‘This
function will: inciude monitoring and

‘evaluating the: overa]l residential treat- -

- ment program in the state as it relates

to Lhe performance of the system as a whole.

s, it

L i et it S
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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-
Ty suggested by the duties of the Coord-
inator of Childrens' Services within

the Division of Institutional Management.
However, the element as described in
Volume III dincludes a more extensive
operation which 1is intended to involve
all ‘persons being placed in residential
treatment.

The RTC is to consult with and support
the requests from the superintendents

of BISiand GIS regarding both present
and future programs. The BIS and GIS
superintendents are likely to be classi-
fied at the same ievel as the RTC, as
contrasted with other residential treat-
ment program directors, which are Tikely
to be classified one level lower.

The RTC s responsible for supervising
the prograims of 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 facility. -

A further specific task is 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, it will
be a responsibility of the RTC to insure
their relevance and insure that these
programs are a coordinated part of the
overall: system. o , i .

The RTC is aTSO'respohsible for super-
vising the individual placement of persons

~in private‘residential facilities. -In-

~dividual decisions regarding placement

—.are.performed by the intake and placement

glement (810). However, there are a num-~
ber of other considerations regarding re-.

- sidential treatment: - licensing of treat-

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 1ikely 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 with and supports them regarding
their responsibilities,. The RTC 1is also i
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

at some time in the future, this may
develop a Toad upon this position which
will necessitate division of responsi-
bilities with another person in the same
classification, or in the construction

of an intermediate Tevel of supervision
in order to keep the span of control
within reasonable Timits. A1l relation-
ships between the KJSA and 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.

QUALIFICATIONS - The qualifications for

~ this position will be described as direct

relevant experience or extensive familjar- °
ity with residential treatment programs
for delinquents. Such expérience might:
have been gained as an institutional ad-
ministrator, or deputy &dministrator.
Extensive familiarity might have been
gained through involvement in treatment
programs in such institutions or speciali-
zation in this field of interest in an
institution established primarily 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 weeting this qualification

standard. It is possible that other dis-

ciplines might be considered relevant.

CLASSIFICATION: 2

PROGRAM ACCOUNTABILITY COORDINATOR

PRINCIPAL FUNCTION - The'Pfogram Accounta-

bility Coordinator (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.

SPECIEIC TASKS - The PAC is responsible
for directing 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
therefgrg, requiring a minimum amount of
supervision. -

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 twe responsibilities, and the
PAQ 1s to have primary qualifications in
the research or evaluation field.

The PAC will be specifically responsible
for developing an overall] evaluation
program for the .system. - This task will
be followed by delegation of the -bulk of
work to be done to the research depart-
ment directov. The routine work within
the department will be" supervised by the
research department director, who wil]

assign particular tasks to various persons

within the department. It should be - .
emphasized that the PAC will be account-
able for the production of useful evalua-

~tions{jand the research department diprec-

in ‘real

tor Wirﬁ.proviqe practical assistance
gh1ng<this objective.

The PAC is responsible for preparing a

quarterly evaluation report on the system

as a whole for the consideration '
state and area boards. The quartg:130tn
report is intended to be a major docu-
ment which can be uséd for guidance in
making policy decisions regarding the
effectiveness of the system,

RELATION§HIPS AND DEPENDENCIES - The
PAC is directly responsible to the KJSA
director. This is one of the 7 posi-
tions personally supervised by the di-
rector. As with other persons within
this classification, the possibility -
of a1so.furnishing reports to an officer
or comittee of the state bcard.should
bemept1oned, and left open for further
consideration. The PAC directly super-
vises two department directors at the
next lower level. In the case of the
personnel department director, the

need for supervision is expected to

be Timited. In the case of the research
d1regtor, the supervision is expected to
be of much greater magnitude and in

much greater detail. ‘

The PAQ is also to be given a categorical
authority to require the production of
information fiom every agency or private
purveyor of seryice participating in the
system. Though'area boards are expected
to have the greatest amount of interest
in the subject area, it is felt wise to
reserve additional enforcement authority
1n this matter at the state level. This
1s.a subject that must, by all accounts,
be reflected in the statutes creating
the KJSA if it is to be effective,

CLASSIFICATION: 2

COMPTROLLER
PRINCIPAL FUNCTION - The Comptroller

"(CPT) 7s responsible for developing both

actual and projected budgets for all
aspects of the overall KJSA system. Pro-
Jected budgets may be developed for agen-

cies or individual service providers who are

contemplating new activities; the state-
wide budget request to be presented an-

nually to the state budget director, gover-
hor, and legislature; and for areas and
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categories of interest. Actual budgets
are to be developed for all specifically
authorized activities. The comptroller
is also responsible for providing finan-

‘- ¢ial control and integrity for all aspects

of the system.

SPECIFIC TASKS - The CPT will prepare
projected budgets for the system as a
whoie 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
actual budgets.

The comptoller is alse responsible for
preparing actual budgets within known
financial Timitations according to in-
structions of the KJSA director. Again,
requests which originate elsewhere must
be channeled through the KJSA director
in order to be a specific responsibility
of the comptrolier. ‘

The CPT is resonsible for-reviewing fi-
nancial requests portions of all depart-
ments, units, agencies, and individual sub-

.contractors performing a function within
the system. A1l requests for continued

or new financial assistance must be re-

~viewed and made the subject of recommen-

dations from the comptroller. This is to
include all 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 analyses shall be completed of

every classified function no less often
than annually, and be made the subject
of recommendations furnished to the KJSA
director.

The CPT shall be the sole disbursement
authority for KJSA funds within the state.
It should be noted that funds other than
those being disbursed by KJISA 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 financial department.

RELATIONSHIPS AND DEPENDENCIES - The

CPT 1s 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 person in this department

is to be considered as an assistant

to the comptroller and placed 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, ’

QUALIFICATIONS -~ The principal criteria
for determining 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

- SECTION 3: - SUPPORTIVE SERVICES

Supportive services will be defined on
‘the basis of two criteria: selective
common needs of persons throughout the
system, and unique state-level needs,
The selective common needs will be iden-

~vice.

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-
The unique state-level needs will

3
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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 Tevel have value to Tocal agencies,
institutions, leadership groups and pro-
viders of service. The descripticns of

‘the services for: personnel, training,

informqtion 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 Tocal agencies. Al1

KJSA employees, and some persons who
may eventually work for Jocal 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
Tocal agencies and boards. Persons with
unusual skills may be most effectively
located and recruited by means of a
concentrated state-wide effort,

The personnel department is also respon-
sibTle for recruiting persons being
sought for employment with the KJSA, .
whether they are presently a part of the
system or not. These recruitment efforts
involve announcement of vacancies and
desired qualifications, interviewing,
testing, and recommending candidates to
the person responsible for hiring such
staff members. This may involve a con-
siderable amount of effort and activity.

The classification of,empiéyees is also

expected to be important, a function
similar to that presently provided by
the c¢ivil service commission of the
state, and may, in fact, be performed
by them.

Certification and re-certification of al]
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 KJUSA, since very few criteria
or established precedents exist to pro-
v1de_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 Tegitimate claims against the
employer, development of fringe benefit -
?]ins, and accounting of accruing bene-
its.

TRAINING - 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. This department is to be
responsible for.developing training
material for a wide variety of tasks and
roles within the system. It is the re-
"sponsibility of the training 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 future use and evaluation. The
theory behind this principle is simply
that most material used in training can
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"+ be duplicated 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 Tocation.

The training department is also respon-
sible for making arrangements for for-
malized training programs at various
places and times throughout the state.

0f a special interest here is a response
to an often stated criticism that train-
ing programs are not made available in
Tocations 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 théir duties.
An essential concept of the training
department then is to take ftraining

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 noth1ng of this type presently
available in Kansas in the juvenile
justice field. If such a program were
instituted, it would require the develop-
ment of one or possibly more positions

at the state level to administer 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 agencies in deVe10p1ng their own
individualized training programs.

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 probation
counselors and juvenile services workers.
However, more particularized training
related to opportunities and problems
in particular communities is also neces-
sary for a rational system, Such in-
dividualized training shou]d be avajl-

- 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 purpese.

From its 1nception, KJSA should take an
active role in assisting the three state
universities in developing relevant course
of'ferings for students interested in this
field. The priority need is obviously

for the courses necessary to bring 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 colieges,
and private colleges and Jucos should
eventually be included in this activity.

RESEARCH
INFORMATION SYSTEM ~ The information sys-

tem is conceived as a voutine 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 "monitoring” 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
prevent1on or control programs.

The second magor element of the 1nforma—

. tion system is the description of the

individual services provided to specific

Staffing the System 107

individuais. It will be necessary to
relate specific individuals to the
individual services they are recejving.

The third general element are group ser-
vices provided to clients, in eijther
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. AT1 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 agenty or 1ndependent1y. Pro-
viders of service will be keyed to both
clients and agencies in order to deter-
mine what clients have been assigned to
various providers.

It should be recognized that the informa-
tion system provides only a very rudimen-
tary quality of information. Its useful-
ness is, therefore, quite Timited. Per-
haps its greatest usefulness is in Tocating
areas of exceptionally good or except1ona]1y
poor performance which should be given
further attention. It is also recognized
that the operation of the information
system would require considerable finan-
cing which has no current parallel in es-
tabTished expenses. It will further be
noted-that it is really impossible to
manage the affairs of a human services
agency without the benefit of a routine
information system producing relevant

and dependable information.

EVALUATION - The second respons1b111ty

of the research department is to investi-
gate the upper and lower quartiles of
performance of alj general programs with-
in the system. Placement in either ;
the upper (most positive) or Tower (most

negative) quartiles will be made on
the basis of data produced by the in-
formation system.

In.most cases, the upper and Tower quar-
tiles will be placed within an area,
rather than the state as a whole, since
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
this 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 juveniies within the
state. As will be noted in greater
detail in Chapter 6, it is intended
that an evaluation be made for & 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.

PLANNING -~ A third major responsibility

of research department is planning. In
the first year or two of implementation
of the KJSA system, it is expected that
the planning function will continye to
require considerable invesiment of per-
sonnel and financial resources. Though
this plan (these four volumes) seems to
include a Tlarge volume of material, the
degree of detail which it contains is

- clearly insufficient for the direction

and guidance of those who might become
responsible for implementing the system.

. Conseguently, considerable additional

investment must be made in planning to
provide the concepts, structure, and
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 will he a
dramatically decreased need for further
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| planning. When the system becomes tion will consist of the annual budget '
| basically operational, the need for request to be submitted for considera- |
| further planning will consist of cne or tion by the Tegislature, the actual bud- CHART 26: RESIDENTIAL TREATMENT PERSONNEL
two staff members who are available for get preparation after appropriations T ‘ ' PROPOSED
} developing modifications of the compre- have been made by the legislature, in- H ] B1s | Atc | a1s ) oss | 1aR REG [
hensive plan, providing assistance to terim adjustments of allocations which i : F facils ’
area boards fn developing. their adapta- may be necessary for a variety of rea- ; Capacity 0. facility .(f‘y' 1973) | 216 68 97 20 30 18
y tion plans, the development of models sons, and review of all proposed budgets | Average daily population  (1971) | 219 21 79 - == --
{ which promise to provide an increase being submitted to all 14 area boards ¥
, in effectiveness, and general proposal and the state board. In the latter case, | PROFESSTIONAL PERSONNEL :
i writing. It is suggested that these func-  the budgets of contractors within the ! - - L PERSONNEL: (FTE) 500 100
| tions be carried on by state unit staff system are intended to be included. i Psychiatrist (see note below) Y| X | 571 X X X
i members once the system has become opera-~ \ : - -
' tional. This _suggested seems appropriate ACCOUNTING - The financial department { Physician 050
from consideration of the fact that this will also be responsible for all ac- : hysic X X 194 X A X
activity is relatively specialized and counting activities. This will include ; i 400 | 200 | 200
there is no particular reason to have KJSA operations and .the activities of 5 Psychologist w7 | 37 | g | X X X
specialists performing this function in the various contractors wizhin the system. | 200 700 1 100 1 100
each of the 14 areas of the state. Of greatest interest are those who are ! Supervising Social Worker 300 1 10
on a specific contract with the KISA, P S 59 | * | 97| 20| T30 !
FINANCIAL RESQURCES but is also to include those who are L ] ;
= a part of the system but have a source g Social Worker o | Ggg Zgg ]89 ‘ l%%— 1%%% 3
' BUDGET - The first responsibility of the of finances outside of the system. i -
. financial department is in preparing var- 3 : Teacher (academic) 1350 | 500 { 900 | 300 | 400 5
g jous budgets. As briefly indicated under PURCHASING AND PROPERTY - The financial 5 c 16 14 1N 7 7.5
B the responsibilities of the comptroller department will also incTude a separate A ~ ] 1050 | 200 '
i in the preceding section, budget prepara- section for purchasing and property controly Teacher (vocational) 50 X il X X X
4 SECTION 4: RESIDENTIAL TREATMENT PERSONNEL ' .| Nurse %%)% X lg.‘yl x | x 1
) The personnel of ﬁe§identia] treatment it a personnel to bed ratio of 1:1.4 - , Recreation 200 1y | 100 X X X
’ facilities are considerable in number,and very similar to BIS. It is a "total ! , 108 7
include a variety of skills. Furthermore, institution." : | T 100 ,
the ratio of personnel to beds in the fa- , ! Dietician e | X X X X ¥
cility varies quite a bit from one facil- The Osawatomie Youth Rehabilitation Cen- _
ity to another, as a review of Chart 26 ter is one of the two on our chart that Chaplain 100 | 050 X X 1
will illustrate. - has more staff than beds. Its personneTl, M , 216 C 119 ¢
i : b _ ~in 5 categories, figures out to a ratio i ‘
& BIS has personnel in 14 of the 15 categor- of 1:08 even though it is not a "total OTHER PERSONNEL:
ot ies, and a total of 153.5 for a personnel institution."” ‘ ,
to bed ratio of 1:1.4. This is a "total | | House parents _ 74.5) 24 | 331 19 | 29 16
“institution” as classically defined. Similarly, the Larned Youth Rehabilita- Food Service ‘ ' 12 X 7 X X
o < ‘ i tion Center has more staff than beds, al- Ao tdud i me - i =
5 R The Atchison Annex of BZS has personnel in = so in 5 categories, with a similar 1:0.8 | Act1V1F1es recreat1on : X ,7 ] ~ 2. 2 2 :
SR on]g’S of the 1§ categories, and its total ratio and is also less than a "total in- Maintenance ‘ : 16 X 110.5 X X 6
; of 34 staff members gives it a personnel stitution." ' ' ‘ -
W to bed ratio of 1:2 - the Towest of the 6 ; ‘ : , 153.5 34 715 26 H 42 :
: ?rea@menﬁtfaﬁi}ities. It is not a "total The propgsgd_48 bed Regjona1 Rehabiljta- NOTE: - A11 professional personnel are stated in a "Eull Time Equivalency” (FTE)
institution. | : géggoﬁag%;}$1e;13:§gd§s;%2$$ zgrb2d4gatio " expression, since many are only part-time workers. One full-time person
GIS also has personnel in 14 of the 15 of 1:1.17 and including personnel in ] lé iﬂerg gzilgoof 1ﬁ2 ?gggﬁgtse]ow the FTE is the ratio Qf;prq 85510na]s
categories, and its total of 7.15 gives 9 categories. o - S E ,p: '
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SECTION 5:

OTHER STAFF

Attention is directed now to some of the
other key KJSA ‘staff members. The eight

""principal staff" positions described in

Section2 provide general administration

It now remains
to provide some further details and de-
scriptions about mid-management staff

in order tg convey an accurate under-
standing of reasonable staff capabilities.
Accordingly, this section identifies
persons in the third and fourth staff
levels and concludes with some further
commentary about other staffing concerns.

ASSISTANT DIRECTORS

A déscript{bh of five kinds of positions

to which the generic term of "assistant
director" is attached will be describeéd
here. -These positions are designed to

be in level 3, with two possible individual

exceptions ment1oned under the heading

of institutional superintendents. A
total of 23 of these positions are speci-
fied in the fully-operational system.

AREA DIRECTORS - Each of the 14 geograph-
jcally defined areas of the state is to
be assigned an Area Director (AD). The
principal function of the AD is to provide
staft support to an area board, execute
their enacted policies, assure that the
information system for the area is pro-
ducing according 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-
.51bTe for activities designed to be

carried out by Tocal agencies, this may
prove to be a considerable task.

Tbe AD qua11f1cat1ons are pr1nc1pa11y*

“described as experience-in social
~agency directorship or.administration.
K broad. Tam111ar1ty with the juvenile

justice system is also important. The

AD's perform an essential function in |
the overall KJSA system design, being K
responsible for developing an informed
view of the possibilities and problems ‘
of implementing the vast majority of ]
services in the overall system. They i
are also responsible for imparting this |
understanding of the system to the area
board in order to allow them to make
responsibl4 and constructive policy de-
cisions.

SR,

INSTITUTTONAL SUPERINTENDENTS =~ The
superintendents of the large institutions
identified as part of. 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 rehabjiitation
facilities are counted in this category.
The principal function of institutional
superintendents is the management of i
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 management. 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

Tevel 2, rather 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 DEPUYY - The preven- ,

tion programs coordinator is to be ass1sted‘

by a person in the next Tower 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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monitoring, and evaluating all preven-
tion programs in the state. The de-
puty will also be responsible for re-
viewing and making 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 Topeka; to make
consultation regarding prevention pro-
grams more readily accessible to other
parts of the state. 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
develep and maintain a personnel office
serving the needs of the KJSA, and pro-
viding selected personnel services for
other agencies 1in 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 for this position

are broad experience in the field of
personrel, with special attention to
exper1ence with the cwv11 service sys-
tem in Kansas

RESEARCH'DIRECTOR - A research director

position is also specified under the
supervision of the PAC. The research

director will manage an overall reseaych

program to provide the basis for the -
periodic evaluations that the PAC is
responsible for furnishing to the

area boards and state board.
earlier, the research director will work

~under- the day-to-day supervision of_the

PAC, chosen for competence pr1nc1pa11y

As suggested'

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 &
doctorate in some social or human science.

BUDGET DIRECTOR ~ An additional level 3
person will be specified for the finan-
cial department. The principal function
of this person will be the actual pre-
paration of detailed budgets as previous-
1y 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 pos1t1ons will be described
in very general terms 1n the following
text.

RESIDENTIAL TREATMENT - Five positions -
will be identified under the supervision
of the residential treatment coordinator.
These positions are: four small institu-
tion directors; and the director of intake
and placement.

The four small institution diréctorsvare,

"~ more specifically, the directors of

three small (25-bed) residential rehabili-

~tation facilities, and the fourth is the

director of the Atchison Annex. The
principal functions of persons in these
positions is to manage all aspects of

the operation of the institution according
to instructions and authorizations.: In
most cases, such institutions would be

a logical place for preparation of a per-

~son to assume larger responsibilities in

one of the larger institutions. - These
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directors will, of course, be located
wherever their-institution is to be

. located. Qualifications for these
+positions would ordinarily include

direct relevant experience in the treat-
menﬁxpwggram; ; SR '

| The director of intake and placement

for the KJISA (element 810) is responsible
for the evaluation of each individual.
placed in the residential treatment gen-
eral element, developing a treatment plan

“for the individual on the basis of the

results of the evaluation, in placing
the individual in the treatment program
In the interests of both:
simplicity and efficiency, it is ex-.~
pected that the director of intake and
placement would utilize the talents of:

- persons in community mental health

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 psyche-

Togy 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 trainihgipfogram director is to

- ~supervise the training departments which

was described in some detail in.Section
The practical responsi-
bilities of the job are to include the
development of training materials, de-

i veloping and maintaining a repository -
- ~of all training materials used in the

state (written,-audio, video, etc.);

| ';and the scheduling of training programs

-and experiences according to the requests
and apparent needs throughout the state.
The qualifications for this job are large-

~"Ty to be defined iin terms of training

.capability, rather than broad familiar-.
ity with the juvenile justice system.-
“In-the early months and years of the im-
- plementation of this system, the load.on
the training department would be much:

'greater than it would subsequently be-

B essential‘aspectfofvthe:system~wi]1'be

" AREA REMABILITATION DIRECTORS - In the

. rehabilitation practices and supervising
*~ the work of those responsible for both

after the system has been implemented
for'some»time; '

The information system director is a
position specified 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 system rather than with
the juvenile Jjustice system. ‘

A position for a volunteer recruitment
director is also specified under the
general supervision of the PAC. This

is a one-person function, believed to
be necessary in order for the KJSA: to
provide technical assistance to commun-
ities in regard to recognizing the need
for volunteers and the tasks they may
perform. The actual recruitment of volun-
teers is an area, community, or agency
responsibility.: However, it is believed

that it would be wise to have a person £

that can-act as-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

found in»Chapter 5.

[

plan for the:supervision of probation
-counselors and juvenile services workers
“presented in Chapter 3 and 4 of Volume 1II,
the position of Area Rehabilitation Di-
rector (ARD) was described. ' The principal

~ function of this position is specified as | -

“providing professional consuitation on
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J gengral'or intensive community réhabili«
tation programs. This person is to

wgrk under the supervision of the Area
D1rec?or and provide guidance, support,
apd direction to those providing rehabi-
‘litation services. The position is°
Tikely to be defined in as many different
ways as. there are areas, since the speci-
fics of the job should conform closely

to the "adaptation plan" for that par-
ticular 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 workers and probation

- counselors who arz actually employed
. by several agencies or courts in their

area. It is a further possibility that
the ARD may be an employee of an agency -

“éven a private agency - which has con-

tracted with the area board to provide
such services. R ’

PREVENTION PROGRAMS - From two to five
prevention programs analysts are suggest-
gd 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 prevention programs. The prin-

- cipal function of these positicns would

be to act as an extension of the PPC

for the benefit of local communities. If
such positions are established, it is
suggested that they be Tocated in cities
where area directors are located, insofar
as possible. It is believed that the need
for such positions would be reduced-after
the system was -implemented and gained some
initial experience. S EE

~ AUDITORS - At Teast three auditors are
- believed to be necessary within the finan-

cial department. The placement of these

‘persons at level 4 is intended to re-
- flect the principal that they should be
© Well educated and experienced. The

qualifications for these jobs would be
stated in terms of ‘possession of a college
dggree 1n accounting, and other experience
with possession of C.P.A. rating Tisted
~as desfrable. It would not be necessary
for these persons to have a familiarity
With the juvenile justice system, at the
outset. o

COMMENTARY ABOUT OTHER
STAFF POSSIBILITIES

A potentially important subject area in
regard to other staff possibilities is
centered on the issue of detention facil-
ities. Detention facilities have tra-
d1t1opa!1y been viewed as a local re-
sponsibility by legislative enactments.
However, our previous planning efforts
have apparently established the position
that large areas of the state will go
unserved -in regard to detention facilities
uness 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 of instances (and which
clearly reflect the nonpenal philosophy

~of the juvenile:code) are conceived as a

necessity. The optional or enabling
!eg1s1ation which has been in effect

in Kansas for some years in regard to
detenﬁion facilities has produced no
practical results although there have
been some encouraging recent developments
‘1n the southeast part of the state.

~ However, if a coﬁprehensive plan that

guarantees juveniles detention facilities
reflecting the philosophy of the juvenile
code is to be made available, it may
be necessary for the KJSA to establish

such facilities. If this is true, then

‘a number of other staff positions
.-would be required.
~made to specify the total number at this

No attempt will be
point, but it will be noted that 25 bed

~capacity detention units recommended by

the National Council on Crime and Delin-
quency need a staff of:18 persons. -

. Such "model" facilities can serve an area

with a total population of 300,000. If

this figure is projected to the state as

a whole, &t least seven-such facilities

e

B e
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are necessary. However, using the
example of Sedgwick County, a much

. greater capacity seems indjcated.

""This raises the issue of whether the

regional rehabilitation facilities could
alsg-be used for detention purposes (as
K.S.A. 75-3335 mentions). Since the
regional rehabjlitation facilities are
not as yet a reality, the whole subject
area seems to be very indefinite and
problematical. It will aTso be men-

‘tioned that federal Tegislation has-
been proposed that would prohibit grants

from the Law Enforcement Assistance Ad-
ministration to states who continue to
put juveniles in jail.

SPECIALISTS AND CONSULTANTS ~ This sub-
Ject was briefly noted jn the previous
part of 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 "Tine" responsibilities within
the system. Some specidlists may be paid
higher salaries than persons to whom

they are responsible. The clearest ex-
ample of this is furnished by specialists
in psychiatry, psychology, medicine, etc.
Many of these persons work on a regular
schedule but only on a part-time basis.
The rate of renumeration for such per-
sons -is generally based on a different
criteria than that of salaried adminis-
trators and those whose work has no di~
rect equivalent in private practice.. In
most cases, such persons are primarily
responsible to the ethics and established
procedures of their profession, rather
than to the standards of the institution
ar agency: which employs them. S

A furthér;cthidéraﬁ%on'Which'shou]d be

- mentioned is that part-time jobs are ap-

propriate in a variety of locations .
throughout the system. Part-time jobs
‘can ‘bevery effective in providing spec-
~ialized services. There 15 generally
very Tlittle need to provide part-time
jobs  for persons who are-not highly =
skilled. : R A T

COMMUNITY REHABILITATION WORKERS - There

"are four classifications of employment

which were described in Volume III (Chap-
ters 3 and 4) that might possibly come
within the purview of KJSA employment:
the JSW Supervisor, the Probation 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 determining the most effective
way of providing these services to all
juveniles within their geographic area:

of jurisdiction. One of the possibilities
which could be enacted is to have the

KJSA provide these services, i.e., these
employees in their area. If this should
develop, these persons would have to meet
the same standards and qualifications as
those who work for other agencies in other
areas. = * . S

OTHER POSITIONS - There are a variety of .
other positions which are likely to be
necessary within the overall KJSA employ-
ment structure. Technicians, skilled
persons, and unskiiled persons are all
expected to be needed in- some quantity.

SUMMARY AND COMMENTARY.

"This enumeration of mid-management and
other KJSA staff members is intended to
give the reader some definite proposals
that allow an informed perspective of
the magnitude of the staffing situation.
It will 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 significant ./
changes in the group of principal staff
‘members will also &ffect mid-management
positions. : : B v

The salary classification system presented

eariier in the chapter will be regarded
by some Kansans as excessively high.

“that this is a reasonable schedule of
salaries, some supporting information is
probably useful. Chart 27 presents some

. representative probation workers' salaries

7 ~ Though
our advisors, conference participants, and
committee mejnbers are firm in their belief .

CHART 27: A SURVEY OF PROBATION WORKERS' SALARIES

RANK CITY (COUNTY) STATE
1T Kansas City (Jaekéon)fMissouri
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) Missourd
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

Averages:
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___OFFICER SUPERVISOR
MINTMUN-MAXIMUM  MINIMUM-MAXIFUR
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
7,992 10,104 9,624 13,428
8,100 13,260 9,300 14,280
8,232 12,156 11,028 = 14,076
8,724 No Max 10,506 No Max

8,880 9,720 11,520 No Max
8,976 12,576 - 9,768 13,680
8,976 13,908 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 .

Scurce: Jack 0. Pierce

from other states (north, south, east,
west, and middle) in effect in the
summer. of 1971. We have used a begin-
ning ' figure for probation counselors
that is exactly the average of the three
middle 1istings (8,9, & 10) on this

chart. .This~figure provides the base
from which many of the others are figured.

The top figuke;On oUrchaSSiffcation' ‘

should be set on the basis of roughly
equ1va1ept pgsitions on the state pay-
roll: .district judges, university ad-

ministrators, secretary of the department

of corrections, etc. We have used a
figure believed to be in the range

-Which these positions now command - or

which have been seriously proposed
for them.. , v rmep .

SECTION 6: INITIAL OPERATIONS

It should be readi]y'appareﬁt{that ft
wou]d_pgpﬁlgquy~impossibTe to develop a

- fully operational system immediately fol-
Towing the initial authorization for a
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~ KJSA or equivalent agency. Even though

there is a fair degree of detail con-
tained in these four volumes, the degree

. of details falls short 3\ that which is
" necessary to establish a dependab]e and

product1ve system. Recognizing that
full operations are not poss1b1e even

in the near future following the initial

authorization, it will be suggested that
a "phase-in" principle be used as the
basis for discussion. The previous sec-
tions of this chapter have described what
is believed to be an adequate staffing
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
which will be referred to as the "phase-
in" per1od

A1l of the deta11s necessary for full
operation are simply not known at the

~outset, and will require further develop-

mentdl work. This developmental work

would most appropr1ate1y 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 will: s1mp1y require time to work
out to everyone's reasonable satisfaction.
There is really no community with a com-
plete inventory of necessary services,
realistic proaect1ons about the future,
and definite expansion plans that could

serve as the basis for mak1nq this sys—
~,tem operab1e

In add1t1on, the unique KJSA‘governance
structure should be set up well in ad-

vance of the ‘time when the 15 boards
-are to have direct operat1ona1 responsi-
Cbility.

~The*kinds of experience and
fam111ar1ty with the:juvenile justice

system reqU1red for these. boards to- fu]—

is genera]]y not ava11ab1e at present
in the state of Kansas. Therefore, it

will be necessary to form these boards
and provide them with various kinds of o
~training prior to the time that they =

can be expectid to responsibly and ef-

fect1ve1y fuTF111 the1r appo1nted ro1e.

~ For these’ reasons, a -"phase-in" period
. of at least one year is suggested as

-arrangements necessary for system opera-

‘ble, during the first year, for organizing

be dispersed throughout the state.

“make practical preparations for the
.assumption of designated responsibi]ities.

necessary. During the "phase-in" per-
iod, a relatively small cadre of staff
cou]d be authorized to do further de-
velopmental work and to begin making the

tion. The staff cadre would be responsi-

the "state unit" staff and providing the
basic staffing for the area boards
throughout the state. This staff would

be small enough to avoid the need for
extensive internal organization. On

the other hand, the staffing of the

area boards must be done in the geographic

area for which they are responsible.. There:l

fore, some of the initial staff cadre would

After state and area'boards, arid a basic
staff cadre is authorized, a.one year
"phase-in" period should be adequate to
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A FIRST YEAR PLAN

BASIC LEGISLATION - Basic jegislative

‘ staffing of the agency.
“Tieved necessary to make other adjustments

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-

tion of the state and area boards:as thé
governance “structure for the agency. It
would also be necessary to at least tem-
porarily locate the agency within the

Jurisdiction.of some existing department

of state government. This latter matter
could be done on'a temporary placement
basis for the initial period.  The basic
legislation would also necessarily in-
volve a small appropr1at1on for the basic
It is 'not be-

in the statutes concerning juveniles at
the outset. Such adjustments and changes

may be desirable, but not entirely neces- -
sary dur1ng a "phase int per1od

FIRST. YEAR CENTRAL OFFICE STAFF - A pro—

posal 1s made below to estab11sh a‘14'per-
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son central office staff for the "phase-
" period.

of doing the development work which is

required prior to full implementation of*

the system. The tasks to be undertaken
by these persons designated below will
be somewhat different from the functions

-previously 1isted for them, but are ex-

pected to gradually deve1op 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:

The KJSA Director

. Two “Area Coordinators

.. Prevention Coordinator

. Supportive Services Coordinator
Comptroller

Four other professionals:

Two planners, Personnel D1rector
and Information Director

7. Four secretarial positions

Considered to be a part of the same
first year staff, are persons.to be as-
cigned to area offices. It will be
suggested that three persons be assigned

to each area office during the "phase-

in" period. These persons are:

1. Area Director

2. One other professional mid-management
position (in the field of prevention,
information, or probation)

g 3. One seeretar1a1 pos1t1on

,g It is- believed that by coord1nat1ng the
- mid-management professionals on a state-

wide basis, that it would be possible

to develop prevention, information, and
probation supervision staff services 1in
an effect1ve manner,

i This first year staff in the
‘ centra1 office is believed to be capable

It is also believed

desirable to Tocate these persons around

the state in order to help with the

,development work going on in each area.

The total of these two“specifications
for first year staff comes to a total of
56 positions. The vast majority of
these positions are-in support of the

. services being provided in Tlocal commun-

ities - following the philosophy which
is well established throughout this ’
g]ann1ng effort

COST AND FINANCING

COST‘- The estimate for the operat1on
of the central office, consisting of 14

- staff members, is approx1mate1y $200,000

for salary and $50,000 for expenses.

The re]at1ve1y large amount for expenses
is 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

~ three-persons each (a total of 42 per-
“sons) is 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.

FINANCING -~ Initiation of a program of -

this magnitude obviously requires the
appropriation of new funds from the
state level. However, it is possible
that some of the financing of these
expenses could be obtained from the
Governor's Committee on Criminal Ad-
ministration through their allocation
presently being received at the state
level.  This allocation increases each
year, and some is already designated
for a juvenile justice system. It is

a further possibility that an incentive

grant might be obtained from the Law En-
_forcement Assistance Agency, outside of

that presently allocated to the state.

"_Further ideas about f1narc1ng are. found
- in the next chapter. . .. .
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CHAPTER 4
FINANCING THE SYSTEM

Page 123

The financid@}of the delinquency prevention and control system is &
critical 1ssué, on which its overall effectiveness will depend. This
section presents some of the pringiples which have emerged in dis-
cussions of the issue and commentary on financing principles from
other states.

CURRENT EXPENDITURES page 130

A survey of current estimated expenditures being madé in the state
for various delinquency prevention and control purposes. These
expenditures are categorized according to general elements within
the system model.

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.

ACQUISITION OF FINANCIAL RESOURCES Page 137

A summary and review of principles of 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.

FINANCIAL CONTROL Page 148

An inseparable combination of two basic approaches to financial con-
trol is presented and recommended in this section. Three Tevels of
financial control are specified: the comprehensive plan level, the
adaptation h]an'Tevei, andygﬁé specific contract Tevel. Finail com-
ments in this section deal wf&h adjusting financial support to re-
spond to evaluated experience. ' ' o

Financing the System 123

SECTION 1: INTRODUCTION

The financing, of the delinquency praven-
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-
ticnal financial resources over that cur-
rently available. The overall system
will inevitably cost several millions

of dollars more than current expenditures.

On the other hand, a larger investment
may actually reduce the total cost and
toll of crime and illegal activity. As
previously suggested, volunteers shoul
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 operational
system did not utilize 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 significantly. However, the
fact must be faced that partial finan-
c¢ing of a juvenile Jjustice 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 Timited

_resources are to be allocated be based

on evaluation of the efficiency and ef-
fectiveness of various kinds of services
and the agencies responsibla 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 size of the control field.

It should be recognized that partial
financing within the system - the cur-
rent situation throughout the juvenile
Justice system in Kansas - may actually
be counter-productive of intended results.
Partial financing which results in some
needed services simply not being avail-
able usualily does not solve the problem
and often leads to the conclusion that
available services are either meaning-
Tess 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 prevention and
control system to be fully operative ac-
cording to current 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 exampie of this
are losses reimbursed by insurance. In-
surance on autos, +homes, and businesses
allow those who have directly suffered -
the loss to recover most of the loss
through their insurance coverage. Thotgh
the equity of this arrangement leaves
much to be desired, the amount of money
being redistributed in this fashion is
very considerable. The increases paid

by Kansans for insurance premiums have
risen sharply in recent. years. The in-
creases that have occurred have been
caused by increasingly greater losses
resulting from criminal and illegal acti-
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Vity‘ Though not 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 were, at
one time in the past, known to juvenile
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 rehabilitate and redirect 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
Taw enforcement agencies in our nation
amounts to $3 billion or so per year.
The operation of courts is another sig-
nificant cost item borne largely by
Tocal taxation. The costs of probation
are also significant. A major 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
reasonable rate of pay after release.
There is an increasingly common computa-
tion called the "career cost" of individ-
ual offenders. This cost, presently 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 1is the
situation in which the injured or harmed
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
or society at between $30 and $50 bi1-
Tion per year. This atronomical figure
exceeds easy comprehension and includes

- some estimates obvicusly open to ques-

tion. However, even when only a frac-
tion of this amount is accepted as a .
more realistic figure, the cost is still
staggering. "In our own state, in recent
Yyears, increased insurance premiums and

‘the increases in various other jdentifi-

able costs clearly indicate that the
cost of crime to the average citizen in
Kansas is high and is increasing.

Most persons who have been involved in
our planning process tlearly reaiize

that financing of a juvenile justice
system wili 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 & wide-spread
feeling that pubTlic expenditures should
be held at their present level or even
reduced. Most discussijons 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-
1y financed services. Though it appears
that the subject of "law and order" is

at the forefront of the minds of most
people, there is very Tlittle appreciation
of what is necessary in the fields .of
prevention and rehabilitation.- Most
interest seems to be focused on law:en-
forcement and the courts, which dre anly
a minor part of the full range of coricerns
within the subject area. As a matter of
fact, Taw enforcement agencies are pre~
sently apprehending many more juveniles
than can be handled by the juvenile courts
in an effective manner. This is'not to
suggest that no improvement is rieeded -
in the Taw enforcement field, but that
it is in need of less assistance at pre-.

sent ‘than courts and rehabilitative aden- il

cies. :

There are philosophical issues in regard
to financing that should be noted. The
first of these is that the structure of
Jaws in the state.of Kansas clearly indi-
cates that a juvenile justice system 1is
to be primarily a county responsibility.
With the exception of statutes regarding
the Boys' and Girls' Industrial Schools,
and other commitments to the State De-
partment of Social Welfare, the laws

- spicify counties as the responsible en-

recognize).
- this planning effort, the staff has been
i repeatedly told that the prop: "y tax
;glevled~by the county goVernment cannot
% absorb any further increases.
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tities in this field. There s, ob-
~viousTy, a very clear political philoso-
phy underlying the uniformity of these
state statutes, one which differs marked-
]y 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
philosophy relieves the state government
from assuming any responsibility for
financing a juvenile Jjustice system ex-

Cept in the case of BIS, GIS, and. commit-

ments to the State Department of Social
Welfare. However, most attempts to in-
crease the financial support of a juve-
n11§ Justice system in a county on the
basis of property taxation has been un-
sucgessful 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 commitment carries with it

“the implication that the state should

‘assume some responsibility for financing
the system (which it presently does rot
Throughout the duration of

: _ If this
15 even only approximately accurate,
therg are obvious implications for es-
tab11§h1ng a state commitment of differ-
ent g1mensions than that which now
exists. =~

However, there are also practical politi-
cal issues regarding financing. Even

if a state commitment to improvements
in the juvenile justice system was to

be accomplished, there would stil be is-

Sues regarding the magnitude of funding
1n-any particular year. The practica-
1jt1esagf budgeting for a system of this
kind which must compete with other genuine
and deseryab?e needs in the form of the
'state legislature must be recognized. Some
ideas regarding how-a juvenile justice
system might be financed will be found

Tater in this chapter.

It must also be recognized that this
planning effort is being undertaken by
emp?oyegs of the state of Kansas. The
suggestions contained herein are not.
binding on any official or department
w1th1n state government, nor on the
Jegws]a§ure. Once ideas regarding how
a juvemile justice system might be
anancgd have been developed, they must
be subjected to regular channels within
state government or social action by
Ehg;e outside of state government - or
oth.

THE QUESTION OF RESPONSIBILITY

As a brief historical note, it will be
mentioned that two simplistic methods of
f}nancqng this proposed system have been
discussed. At-the one extreme is the
suggestion that/counties and/or other lo-
cal governmental units be given sole
responsibility for financing this sys-
tem. - Generally, this point of view is ad-
vanced by persons who have a strong com-
T1tmeni'to the philosophical position of
1oga] control.” This is generally the
position reflected in existing state
statutes. At the other extreme, it has
been*suggested that the state assume
sole responsibility for financing the

‘System. Generally, this point of view

has been advanced by persons who come
from smaller counties and communities in .
which a variety of services appropriate
,foy use in this system do not presently
exist. Adoption of this principle would
be a complete break with the traditions
of the past. - :

Most discussions, however, have concerned

 var1ogs.arrangements‘for sharing the re-
spon§1§111tyffor financing the system. No
specific formu]ae have ever been advanced,
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but-the shared responsibility principle

is reflected in the current situation
quite clearly. - Fop example, the state

presently finances two residential treat-
ment facilities. three treatment units
at other state facilities supports
those who are made wards of- the state,
and contributes to the budgets of wel-
fare departments in all:counties. Coun-
ties contribute to welfare departments,
support the sheriff's departments, con-
tribute to mental health clinics, etc.
Municipal governments support law en-
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 participates in a substantial

way through varipus federal programs cur- -
rently in operation in the state. The

Law Enforcement Assistance Agency(LEAA)

is probably the most.  clearly recognized
of these. There are also a Targe 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 justic
system jn Kansas. : '

Discussions in latter months of our -
planning effort have centered on the idea
of “predominance of financing responsi-
bility" within the framework provided
by a recognition that funding arrange-~
ments are being shared and should con-
tinue to be shared., A state government
predominance in financing responsibitity
~is apparently favored, at least for
minimum basic services. Even those coun-
~ties in which the principle of "local con-
trol" is predominant seem to want the

~state to provide them with the financing

“they need to upgrade the quality of juve-
nite services. The alternative to this
-is Tocal predomifiance in financing re-

© -sponsibility. Many persons.believe that -
this is the best principle for financing,
- but that it is impractical at the present

time. Matters such as the "tax 1id" and

“-neuncements.

the reliance which would have to be placed |

on property taxation cause persons to re-
gard this possibility as impractical in
the current situation. B :

~Considerable attention has been given
to the "subsidy" financing principle

used in both California and Washington.

" The principle of probation subsidy has

a very sound and usefu) basis. Counties
are reimbursed for making less 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 factdr is established

for the county. Then, if the county"
makes Tess use of residential treatment
provided by the state than their established
rate, the state authority returns a
specified amount of dollars to the county
to be used in improving their probation
programs. In both California ard 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 operation for several years. It was
first proposed more than ten years ago,
in a different context than the reasons
for its eventual establishment. 1In the
first two years of operation of the pro-
gram it did not benefit either the Cali-
fornia Youth Authority or Tocal probation
departments to any considerable degree.
However, after the initial few years it
became a major feature of great benefit
“to CYA and tocal probation departments,
During 1970, more than $18 million was
returned to counties under this program.
The majority of this money was returned
to the county of Los Angeles, 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 linked to the pro-
‘bation Subsidy program by official an-

" 'The state of Washihgtoh also begdhxa hrd-

~bation subsidy program in early 1970.

- 1n the community.

court commitments.

Mr. Thomas Pinnock, Directo i
Institutions at the time, agdggsgggenjle
our Second State~-Wide Conference in Decem-
ber,k1970,v He described how the program
had affected the overall situation. in .
MWashington in the short period of time
since its inception. He predicted that
mstitutions would be closed in Washing-
ton in the next 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
Targest of the institutions operated

by the state of Washington was being
closed, and there were reductions through-
‘out the system.' The Washington plan is
quite simiiar to the California plan.

In bo?h,cgses, the money returned to
counties is to be used for purposes of
strengthening probation and other services
oo g oo . It gannot, for exam-
) e retur ‘ al-
fund of the county. i FO the. genare]

Many of those who have participated i
our p!anning‘here have ge]t thgt igi;n
principal could be adapted to Kansas.
However, investigation of the averall
sttuation in which these probation sub-
sidy. programs occurred in California i
and Washington leads to the inescapable
conclusion that the current situation
;?t§a2§as iginOt comparable to the
uations in eithe i i
Hashoravns | ither California or

The first point of inCompafabi?ity'con-

~cerns the practice of use of state in-
‘stitutions in those states as contrasted

WJth Kan§as. Whereas both California
and Wash1ngton had experienced major

new increased demands upon their facili-
ties each year for several years, Kansas
has Timited the number of juveniies

that could be committed to state care
through not providing any new services
of consequence and by giving the sUper—"
intendents of the institutions”a 1imited
authority to accept or net to accept
on Both the Californi
and Wash1qgton-programs“were charactgg?zed
by a continuous building program and
a continuous increase of staff over a

periodvquggyeral;years. No similar
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- residential treatment, and certainly has

~any kind of probation subsidy program

“Need for commitments to BIS and GIS i
- a compTicating factor. € 8IS s also

situation has evey existed‘in Kansa
The state agency responsible for,rez%d-
ential treatment in CaTifornidkandEWashing-
ton has no power to select or reject
ggoiﬁewho are iommitted'to its care, as
superi : i 6IS i
o She: perintendents of BIS and_§{§ in
The more basic principle which contrak
the situation in thosg states wiiﬂtgﬁiis
wh1ch exists in Kansas is that they“
very clearly operated on the principle
that the state agency should assume re-
sponsibility for a large percentage of
de11nquents. This has never been the
case in Kansas. Though the approval of
thrge.ngw small residential treatment
facilities. for Kansas by the 1977 legis-
lature is a break with the traditions of
the past, the situation which vesults from
the establishment of these resources does
not in any way make the situation in |
Kansas comparable to that in the two -
West Coast states. Even after probation ‘
subsidy has had a significant effect on
the commitments to institutions in Wash-
ington, and after -one of their major
institutions has been closed down, the
rate of commitment to state institutions
15 still six times the Kansas rate, as
iTlustrated on Chart 9 in Chapter é.

For this reason, it is difficult to con-
struct an idea of how the.probagigg ESE—
sidy principle can be incorporated within
the proposed KJSA system. The difficulty
rests in the fact that Kansas has not :
developed even an adequate resource for

not developed excessive residential
treatment resources. Beyond - this, it
would be very difficult, if not mpossi-
ble, to establish equitable and fair
rates of commitment to BIS and GIS on which

could be based. The widely varying =~ .

rates and numbers of use-of BIS and GIS

by the four urban counties clearly i - 5
trate how difficuTt it would be tg‘dgsg?op* .
an effective formula on which probatian
subsidy could be based. The fact that
§edgw1ck.County levies a tax to -support
institutions which surely reduce the




‘the KJSA might be profitable.
ciple of rewarding effective performance
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It will be SUgéeSted that further discus-

sion of how this principle might be in-
corporated into the overail plan for '
The prin-

and providing some financial penalty for
ineffectiveness. is certainly worthy of
further consideration. However, it is

~believed that, at this time, no directly

equ1va1ent principle could be devised.

- THE SOURCE OF FINANCIAL RESOURCES ~

A number of ph11osoph1ca1 positions

- have been expressed throughout our plan-

ning effort regard1ng the source of finan-
cial resources. Perhaps the most often
expressed principle in this regard is

- that there should be an equitable load

throughout the state. Following from
this, it is not believed that enabling
TegisTlation that allows a county to
choose whether it will provide financial

‘resources or not is at all appropriate.

Three basic kinds df sources of finan-

cial resources have been mentioned: a
population based formula, a property

~ based formula, and a formu]a based on

the money in C1rcu1at1on In the first
instance, delinquency is obv1ous1y a
"people problem" and there is, therefore,
some. Togic to the principle of acquiring
financial resources on the basis of popu-
At present, the only ex1st|ng
state Taws applying to the counties al-
Tows a taxation on the basis of assessed
valuation of property. It is widely be-
Tieved 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 principle is to acquire new

“financial-resources by taxation on the,
- amount of money in circulation. Cr1t1l k
- of this type of taxation point out that

it has a disproportionately high effect
on thos who are poor and 1east able to
afford this sort of- taxat1on

o The support of bas1c serV1ces w1th1n the

'small population.

system is not to be an optional decision, )

such as the current possibilities for

" ~taxation not accompanied by requ1rements

that they be used. In those existing
statutes, the county commission may hold

a referendum vote to determine whether

the county will allow taxation 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 n11“ -

Financing based on property taxation is
probably not really fair on a state-wide
basis. The example 6f the assessed
valuation within the High PTains Mental
Health district serves as an example of
this. The High Plains area has the sec-
ond highest total assessed valuation of
any of -the mental health clinic districts
within the state, and has a reTatively
Such taxation would
presentTy be a county responsibility,

and it is probably not fair to make this
mandatory by a state law. In addition

to this, since the majority of services -
and the vast majority of selective ser-
vices - will need multi-county catch-
ment areas for efficient operation,
there are additional significant problems
in using any money that m1ght have been
generated in th1s 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 therefore, major problems
in determining how tax revenue of this
sort might be assessed and co]]ected; :
In addition to this, the experience of
delinquency does not always show a con-
sistent relationship to pcpulation. This
latter difference may be more apparent
than real, but the d1fferences cover a.
very w1de range. ' : :

Financing a Juven11e Just1ce System on

" the basis of income taxation is another

obvious possibility. A great deal of
present state revenues are derived from

g the income tax that is co11ected in a

et i e e i
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highly efficient 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 ‘come taxation acquired
within the state goes into a general
state revenue fund which is then subject
to annual legislative action.

Firancing based on the money in circu-
lation can be acquired either on a
state-wide basis.or on a local basis.
The state-wide tax on sales is three
percent and generates a considerable
amount -of revenue for the state. -Some
local communities a]so Tevy a 10ca1
sales tax . Eup

F1nanc1ng from the general state revenue
fund is an obvious possibility. This
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 legislative
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 or assessments against

those placed within the .system. There is

a precedent for the latter 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
advantage of state operated services to
pay at least a part of the cost of such
services. A similar plan'is under Sér-

~ ious discussion in Los Angeles County,

California, in regard to probation ser-

“vices.. It is not an entirely unusual
‘method of financing.
. that it might be worth further investi-

It appears

gation when it is noted that delinquency
is largely a middle-class phenomenon
when the.state as a whole is considered,
a statement not meant to ignore the

~significant fact that the urban counties,
especially, have a preponderance of low-~

purpose.

income persons appearing before the

court. In addition to assessments.

made against families, there is a theo-
iztical possibility of establishing

a fine and penalty system that would

~develop income for the system as the

fines and penalties are collected. It

is difficult to see a way to make this
sort of financing applicable to the
prevention field, even though it might
be applicable in the control field.

There is also the question of whether

a family can reasonably be held account-
able for the illegal activities of their
ch11dren, most partucular]y f1rst offen-

,ders

THE SEARCH FOR A SHELTERED
TNCOME SOURCE

The des1rab111ty of finding an auLomat1c
source of income of a reasonable and.-
dependab]e size is obvious. A compar1son
is generally made with the example of
gaso11ne 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 "sin
taxes" for use in the juvenile justice
system has been suggested often. Thiés
would involve the designation of taxes
on tobacco products for use for this

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 "sin 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 recently d1sc0vered 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 wh1ch deserves
further attention. e

The search for sheltered income source
should bevpursued and. explored to a
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i . . 9 . _ CRISIS PROGRAMS - ¢ i clini involved i
Ao greater dxtent, Tt would certainly be “tion, than to have any new funds placed 2 miTT30n Eﬁrrentmgigeggi€2§e§s$gmi§$g g};21c§‘are also involved in the computa- v
o desirable to have a sheltered source of on a very uncertain annual appropriation category involve either law enforcement | 0T expenses 1in this category, o
g ~ncome, whatever its point of origina- basis. o ‘ agencies or courts and court services. RESIDENTIAL TREATMENT < The CUrrént ex- i

fa g

Since delinguency 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-

penditures of the public institutions
providing residential treatment is tha
only definite figure we have: $3,045,653.
The total comes from the most recent

i
4

SECTION 2: CURRENT EXPENDITURES"

.

' s ' ; - oL L
There is no exact way of determining the pense ﬁ@ which we know some expenditures

T T

“total "amount of current expenditures in
the delinquency prevention and controt

field in Kansas. The principal problem
is a matter of differing definitions of
human need, and categories established”
for other purposes which are subsequently
used with varying degrees of facility by
those working in this field. For example,
the Neighborhood Youth Corps, established
primarily as an "anti-poverty" program,
may be used by one director to provide

- @ needed service for several pre-delin-

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

" desjgned 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-
Tinquency prevention and control field.
It is rare to find clearly identifiable
costs. Further research is necessary
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 questionable value. - A survey
“instrument of some complexity would -

- have to be designed and administered,

and wost surely supplemented by investi-
gatory interviews on at Teast a ‘

sample basis. The result of this effort

i$ 1ikely 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 are not, o &

- We will present some estimates below in

regard to established categories of ex-

are being made for delinquents and pre-
delinquents. ‘ ‘ '

PREVENTION - We estimate current ekpendi-

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 placed in this cate-
gory are only those directed to juveniles
that evidence a "pre-delinquency syndrome"
as described in Chapter 3 of Yolume II.
Since such definitions are not in common
current use, no definitive estimate is

‘possible. ' '

The kinds of programs that are legiti-
mately countéd 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 actually involve pre-delinquents
(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 serving pre-delinguents. ~Some of the
expense of operating juvenile courts
should be counted here, especially in re-
gard to activity related to the categor-
jes 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.

] ever, we will 1imit the scope of our- com-

putation to expenses incurred from direct

deterrents (pztrols and special activities),

gommunity relations work, the separate
Juvenile departments where they exist,
and the time involved in investigation,
Interrogation, and jailing (or detention)
of juveniles. , ‘

Court costs incTude juﬁges, clerks, intake
personnel and other miscellaneous expenses.

Court related costs jinclude the county at-
torney, the guardian ad 1item, 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 programs witl
be Tumped 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 1iving arrangements in foster
or group homes. Much of this latter ex-
pense is only vaguely identified and,
therefore, uncertain. Mental health
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bu@gets of 6 institutions or treatment
units. A breakdown of the totaf pro-
duces the following information:

UNIT BUDGET = BEDS AV,
BIS and AYRC 1,731,660 284 9,114
GIS 799,583 97 8,884
Larned YRC 187,845 30 6,261

Osawatomie YRC 141,609 20 7,080
Salina 169,495 19 8,927

There are some pther expenditures that
can be identified. 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" Lo
funds. 4 i

This section will attempt to set forth
a method of computing the projected
financial needs of a fully operational
delinguency prevention and control sys-
tem as described in Volumes II and ITI.

To begin with, it Shou1d be remembered

@hat there are approximately 750,000
Juveniles within the state of Kansas at
present, a number presently undergoing
a slight annual decTine. The figure

-used to focus attention more specific-

ally on.the kinds of programs that are
appropriate in a delinquency prevention
and‘cqntrg}rsystem is the group of those

‘birthday. The number of juveniles in

who have passed their eighth birthday
but have not reached their eighteenth

the 8-17 year age category is approxi-
mately 450,000. This number is presently
a relatjvely stable figure, but will he-
gin declining in the next few years. These
quoted figures are from the 1970 census.

In contrast to the stable or sTightly
declining juvenile population in the
state, the indicators regarding delin-
quency are showing a rapid and substan-
tial growth, The facts which illustrate
this are found in Chapter T of Volume III.




The presentat1on in this section uses

computations based on the- 1970 figures,

and does not allow for a rate above
the 1970 rate. This may be viewed by

.some as a serijous deficiency, and de-

mands as to whether projections should
be made for a two or three year or
Tonger per1od 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 1umped together as a
s1ng1e computation. It will also be
immediately recogn1zed that there are
other ways to compute costs for this
system. The best poss1b1e 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 thefr 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 Targe areas of overlap into pre-
yiously established 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 nheeded
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 kind of information on which costs
could be more accurately computed. Though
it might be possible to devote some fu-
ture effort to an examination of repre-
sentative samples, no stich investigation

" has yet been undertaken, and might alter

these computations s1gn1r1cant1y How~
ever, the basis for the computation will
be indicated in each specific instance
so that.an independent judgement about

“the accuracy of the computation may be

made. This very rudimentary computation
of costs seems necessary in order to

. two volumes.

1970 census.
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- generally illustrate the magn1tude of

the system described in the previous
These projections also
serve to-focus attention on the fact

that we have seriously fallen behind

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 prevention programs will be Tumped
together here. To begin with, the number
of individuals involved must be iden-
tified; there are approximately 750,000
juveni]es in the state according to the
A more specific group
within this total group of juveniles

are those between the ages of 8 and 17.
This age group is identified on the
basis of the idea that very few juve-
niles under the age of eight are Tikely
to be brought to the attention of the

‘system and that most of those under
“this*age should still be consideréd un-

der the classification of primary pre-
vention - which lies beyond the scope
of planning effort.

age grouping for their prevention pro-
grams. There 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 1nc1ude only
these who are evidencing "syndromes" of
pre-delinquent. As previously described,
this category is to include the To11ow1ng
categories of juvenile court jurisdiction:

waywardness, dependency and neglect, truanw,

and (selected) traffic offenders.. It is

“also defined to include the s1b11ngs of

those who are clearly identified as de-
Tinquent within the control system. It

further is to include persons whose soc- :
jal behavior is disruptive and unacceptable
- even if not illegal or delinquent. ‘

‘between 8 and 17.

The state of Washing- 3
“ton, for examp]e uses this identical B
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The method of computing the number of
individuals to include within this
group is simply a percentage of those
The percentage used
for our computation is 17 percent. This

~ percentage is approximately equal to -

the national figures regarding the nuim-

ber of Juven11es handled by juvenile

courts in the nation. ' Several publica-
tions of the U.S. Department of Health
Education and 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-
vent1on programs

The application of the percentage pre-
sently being used to the total group of
juveniles within the more narrowly de-
fined age: 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-
1ing. 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 prevention programs via the Children
and Youth Services Agency. The number
to be included in prevention 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 and efforts which

may- affect perhaps even a majority of

these individuals will be majntained at
their 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 Tow
visibility programs- and activities which

~are not particularly expensive. It is

assumed that the significant services

being provided to persons who are placed
‘1n th1s category w111 not be diminished

at a11, 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
review of the various programs descr1bed
in Vo1ume 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 group of 75,000 individ-
uals. The computation for prevention pro-
grams is, therefore, $15 million per year.
As noted in the preceding section. .probab-
Ty one-half of this total amount is pre-
sently being invested to the benefit of
this, the Targest group of 1nd1v1dua1¢

in the overall system. :

CRISIS PROGRAMS

The absolute maximum number 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 calencar 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-
hensiaons. The typical reason for this
disparity of records is that the law
entorcement 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 estimated that, at the very Tleast,

a 25 percent reduction is necessary to
indicate the number of individuals involved,
Many have felt that a 30 percent reduction
figure is more accurate.

The actua] computat1on of individuals
involved is set at 16,000 - a 28 percent
reduction. from the reported 21,410 and
approximately 30 percent of the total
apprehensions, 1f comp]ete records were
ava11ab1e
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. The costs of crisis programs is estimated

at $3 million per year.

_However, note is-made of the great diffi-

culty in identifying the amount of money
invested in law enforcement activities,
and also the difficulty of 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-
habiTitation programs are generally minor
offenders with no serious personal patho-
Togies and a family environment which has
not completely disintegrated. 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 seriqusly deviant and, consequently,
not in need of expensive or significant
services. The persconality disturbance

of persons placed in this group is not
expected to be great either, and if

the personality disturbance requires

“‘therapy, then the individual will be

placed in the intensive general element
for that reason alone, irrespective of
the nature or repetition of offenses.

Thiere are certain ambiguities and uncer-
tainties regarding the number of persons
who,might be placed in this group. In
contrast to the total number of individ-
uals computed for all rehabilitation
general elements, and the computation re-
garding the need for residential treat-
ment, the computation of the general

and intensive community rehabilitation
programs is based .on the principles of
normal distribution of characteristics
in groups of human beings.

1t is judged that those with these more

minor problems will be two or three times
as many in number as those with the more
serious problems. Therefore, it is esti-
mated that some 6,700 individuals would

be appropriately piaced 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 providing
othner services such as those outlined

in Chapter 3 of Volume III. 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 Toad were higher, it would

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 III, and

an annual intake of 100 per year is ex-
pected to be reached by man PC's.

However, virtually all of these individ-
uals should be involved 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 elements identified
as 1ikely 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 total cost per year figure .
is intended to be adequate, and even
generous, in regard to the cost of other
services. In many cases, the cost might
be significantly reduced for an individual
through remedial arrangements not requiring
the investment of public funds. For exam-
ple, 1iving arrangements might be arranged

~with a relative who would not reguest or
. demand financial reimbursement. Multipli-
- cation of the $800 per year per individual
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by the number of individuals in this
group results in.a computation of"
$5,360,000 annual cost for this general
element. — '

, Y
INTENSIVE COMMUNITY
REHABILITATION PROGRAMS

3

The number of individuals ihvolved in
this general element is significantly
Tess than those involved in the general
community rehabilitation programs: 2,000
on direct placement and 500 on indirect
placement through residential 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. 1In regard to in-

.dividual pathology, those who evidence

a need for therapy or services to retar-
dates or are otherwise diszbled 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 minor, 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-
uals to be placed in this group, and

a ratio computation similar to that used
in the previous element's 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 Jess serious grouping. The num-

ber of direct placements in th%s_e1ement
1sﬁestgmaﬂed‘at 2,000, with an additional
50U"coming from residential treatment.,

The cost computation for this group pro-
ceeds from the base of what we have
called intensive probation in Voiume III,
Chapter 4. Intensive probation js
carried out by Juvenile Services Workers
who are more highly trained, skilled and
experienced than PC's. In addition, the
intensive probation caseloads for JSW's
1s 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 s figured at $700 per year per
individual, more than twice as much as
the cost for general probation services.

It is also assumed that nearly all of
those placed in this element will need
additional services of some sort. Some
of these services are likely to be
expensive, even though they are generally
to be carried out in the community of
the juvenile's 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 alTow relatively expensive
investments in thos who are exhibiting
severe problems and very undesirable
behavior patterns. It is further be-
Tieved that this considerable invest-
ment in this group should eventually re-
duce the need 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 copputation is used. There are
expected to be approximately 500 of these

k
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individuals per year, and they are ex-
pected to require Tess than half of the
services required by those placed in

. this element who have not been placed

in residential treatment. Therefore,
an additional $800 is estimated as a
realistic cost of handling this group.
The total, therefore, for intensive
community rehabilitation programs 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

rate of commitments to residential treat-
ment has fallen sharply during the past
decade. In 1961, the rate of commijtments
dompared against "official" 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 incompliete records for 1971
show a rate of Tess than 4%. It should
be noted that we are expressing this
percentage in relationship to "official”
juvenile court cases, which only consti-
tute about half of the total number of
court cases. The reason for making this
distinction is simply because a commit-
ment cannot result from an “unofficial”
case.

Application of an average percentage
above recent experience but below the
1967 Tevel 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 résidentiaT o

- ties.

treatment could be based/on preseit and
proposed budgets for BIS| GIS, the Atchison
Annex, and the new youth rehabilitation
programs at Larned, Osawatomie, and
Salina. However, the number of individ-
uals to be placed in residential treat-
ment is so 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

less than the programs at GIS, Larned,
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 belijeved
that this is a realistic estimate which
might continue to be realistic for the
next two or three years.

Therefore, 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 supporting services
which have been specified in the preced-
ing chapter of this volume are computed
here. The administration of direct ser-
vice programs is computed along with the
cost of prevention and rehabilitation
programs. In this category, only the
staff which operates from a base in Topeka
is included.  Though evaluation, as de-
scribed in Chapter 6 which follows is
expectéd 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 PRYSICAL FACILITIES

The first of two items requiring capital
investments in physical facilities con-
cerns. the regional rehabilitation facili-

These facilities have been estimatedﬁ
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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,
possibly as much as three quarters to
four fifths of a million dollars apiece.
Only three of the regional rehabilitation
facilities 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 proposal in 1971.

Detention centers represent another
essential capital investment that did
not receive as much attention ds. it de-
served in our planping effort. The sub-
Jject is covered in Section 5 of Chapter

2 in Yolume IIT. Application of national
standards to Kansas results in a pro-
Jected need for 8 minimum size units.
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. Cost estimates for con-~
struction of minimum $ized units some
years age was only siightly less than
one-half millicn dollars, although
these estimates were not based on de-
finite architectural plans.

The information presented above, and in
the previous section is summarized in
chart form helow,

CHART 28: RQUGH ESTIMATES OF THE COST OF A DELINQUENCY
PREVENTION AND CONTROL SYSTEM IN KANSAS
o NUMBER OF UNIT GROSS  CURRENT  NET
THE GENERAL ELEMENT INDIVIDUALS  COST  (expressed in millions)
1. ALL THREE PREVENTION 75,000 § 200 15.0 7.5 7.5
2. CRISIS PROGRAMS 16,000%  -=--w- 3.0 2.0 1.0
3. GENERAL COMMUNITY REHAB 6,700 $ 800 5.36 1.3 4.06
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 na. 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 1ines.1, 3, 4, & 5.

ceive attention.

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, oniy matters
which represent a very clear crisis re-
Perhaps this is in-
evitable since most public officials,
and the public 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 pubTic support
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can be obtained or public officials per-
suyaded to move in the direction of new
or revised services. These remarks are

.not intended to be critical, but analy-

tical of the situation that can be ob-
served in our history. Y

It is also clear that in most funding
there is a very small amount of vision
and very 1ittle 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 responsive to the prob-
lem. Very few communities, states, or
nations have shown concern for most of

thair problems until they began to get

out of control. However, once this
occurred, actions: were generally under-
taken to reverse the trend that had
developed.

It is equally clear that there mus§f§e
a strong justification for any addition-

“al expenditures that might be required

as well as authorizations to undertake

‘new types of activities. Genera]iy,
~the juvenile justice activities in the

state of Kansas have not, in the.aggre—
gate, presented the clear justification
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 hundred statutory agencies which

have some responsikility or direct
contact with juveniles is generally a

* record of failure. Though there are

some isolated instances of maintaining
established acquisition ievels and :
even initiating some new services, re-
sources generally have remained at the
same level while the problems to which
they are addressed have doubled or trip-
led or increased to eveén an even greater
extent. Neither the increase in estab-
tished 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
probTem 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-
Tinquancy rates does not seem unwarranted.

THREE TRADITIONAL ARGUMENTS

The arguments used to support requests

. for financial support are of tnree 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
js 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

gince 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 humanistic
motivation to have these needs met, in-

sofar as possible, from community resources.f

When the humanitarian position is applied
to the juvenile justice field, Tess in-
portance is attached to the specifics of
overt deviant behavior than to its ori-
gins or causes.

Thé general phi]osaphyrof juvenile code

- refiects 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 juvenilg to be amenable to
nonpenal influences on his or her life

in the vast majority of cases. Therefore,
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the simpTistic "punishment" type of sup-
posed corrective influence is not gener-
ally appropriate in dealing with juvenile
offenders. The juvenile code is also,

of course, based on the idea that the
youthfulness of the juvenile offender
allows for the development of major
new.sorrective and rehabilitative influ-
ences on his or her Tife.

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 directed toward motivating per-
sons to use this understanding as the
basis for positive action. Though pro-
ponents of this view are usually articu-
late 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 cleay that the humanitar-
jan 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-
ities. It clearly promotes and preserves
the moral value of unselfishness.

The basis for the development of the
humanitarian argument is also the basis
on whicn many of the techniques 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
with the results expected from its
use. The ‘ineffectiveness may be inter-
preted as a fajlure to communicate with

what are essentially difficult intellect-
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ual 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 intending to reflect a "genera-
tion gap," there is some noticeable
active and overt hostility from adults
toward juveniles. In such circumstances,
it seems absolutely certain that the
basis for the humanitarian argument will
not be correctly perceived. Though

there are occasionally successes in the
use of the humanitarian argument, its
practicality for application to a

probTlem such as delinquency in Kansas

at this time is at Teast 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 "enlightened
self-interest" 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. = S

‘The practical argument for the establish-
ment of new services or the acquisition of
new financial resources originates in

the perception that persons and property
are not safe and secure until we have
done what we know how to do consistently
and effectively. The label of "practi-
cal" seems quite 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
illegally.

The development of the belief that we -
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should be secure 1in 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” expressed in this way.

The practical argument does not require
the development of any humanitarian con-
cern - just the opposite is usually 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 understandable argument on the
public level of awareness since the
average citizen does not have time to
become fully informed about the facts.

- It is also an argument that is easily
transposed into political- termitioTogy...

-a positive benefit when additional re-
sources are needed. On the other hand,
matters which become poTitical issues

~quite often suffer 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

- ¢ivilized society. It is much less con-
cerned with the processes by which the
safety and security of property is se~

cured than it is with the results of what-

ever is done. This can be transformed
into a very punitive frame of mind -~ but
not inevitably. Many responsible and

- thoughtful persons with whom we have
been in contact feel that this approach

. to obtaining additional resources is a
valuable counterpoint in contrast to
the arguments based on humanitarian
considerations. : '

~ The focus of interest in the practical
argument is on an entirely different
aspect of the problem. It is easily
understood by Targe numbers of persons

. with a very superficial understanding
of the problem and its potential solu-
tion or reduction in magnitude. It is
well suited, therefore, for practical
use - even by those whose motivation is
basically humanitarian. The use of this
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argument is ordinarily more effective

~ 1y based in fact.

* the humanitarian or economic arguments.

.disadvantages should be studied carefully.

- of course; is-based on the idea that in-

in obtaining new authorizations and
funding than is the humanitarian argu-~
ment, , .

The generally superficial Tevel.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-
: Proposals originating
in outright hostility to juveniles and
which directly contradict the phiTlosophy
of the juvenile code are more Tikely to
occur in discussions of the practical
argument than in discussions of either

Once the focus of discussion is placed
on a superficial basis, then &ven those
who are unfamiliar with the problem may
offer their opinion or raise their
voice with equal apparent authority.

Though the essential rationality of
this approach cannot be faulted, and.’
though it is generally the most effective
argument to use, the potential hazards and

Without doubt it can be said that of

the three arguments, this is the one
which can be most easily be perverted in-
to 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 will also
be characterized as an "impersonal" argu-
ment. The focus on interest here is on
the fact that whatever is done in a delin-

quency prevention and control system costs|

money and can be subjected to both speci-
fic and general "cost-effectiveness" com-
~putations. Both the services that are
provided by the juvenile justice system
and the results of crime can be stated in
monetary terms. The economic argument,

- vestments, in preventive and rehabilita-
tive programs veduce the toll of economic
and personal loss in society. ‘ -
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This arguinent flor establishment of ser-
vices and acquisition of funds originates
in the general understanding of cost-ef.
fectiveness. Some human activities are
very usefully viewed within the framework
provided by cost-effectiveness computa-
- tions. They are especially useful in

the world of commerce and business, but
they also have an application in tﬁe
human services fieid. This is not to

say that ‘they are a complete explanation
or-a comp?gteiy\satisfying way of viewing
human services. It is to say that the
investment of resources can be computed
in monetary terms and various approaches
to the problems addressed can be compared
on the basis of cost-effectiveness.

This is a general subject areajw i
recently attracted some interesth};htﬂgs
crime and dg1inquancy field. The project
office received a draft copy of a mono-
graph'by Mark Richmond of the U.S. Bureau
of Prisons which attempted to develop
some of tne general principles in this
’f1e1d. It is noted in that monograph
that the costs of incarceration as a
punishment in the adult criminal field~"
may actually be much Targer than some

of the other alternatives that are avajl-
able. Apart from a consideration of
whether punishment "works" (and there

is a large amount of information to sug-
gest that it does not) this approach
Simply recognizes the fact that society
will only make a given amount of money
available for this purpose - and that

the available funds should be used ac-
cording to the results of. cost-effective-
ness studies. - : :

~ Since a majority of some.kinds‘of 1osses‘

are covered by insurance, the actyal
loss from the illegal activity is re-
cgvered for the victims through pre-
miums charged to a much larger group.

As might be expected, this generally.

is reggrded as the most inefficient and
expensive methods of dealing with a soc-
1al problem. ‘The payment for losses in-
curred through this method generally
falls on a relatively small group of

-persons directly (i.e., businessmen who

suffer"19§§g§ from illegal activity are
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a relatively small group). Sever -
lated articles in 19771 in Wichitaa;a;:rs
?aVekpo1nted out how insurance rates in
Kansas have greatly changed in recent
years. It is also pointed out how

some areas and some kinds of businesses
(particularly those which stay open to
late hours at night) are, for all intents
and purposes, uninsurabie. This has led
to the dgveTopment of federal subsidies
for Fhe nsurance that is necessary to
remain open for business.

Home owners' insurance provides an ex-
amp]e(of»how.the cost of i11ega1ﬁ§et?—
Vity can indirectly affect large numbers
of househo?ds}notJchéPWTSE'directTy af-
fected. From very Timited investiga-
tion, the staff has found that home
owners' insurance rates have risen as
much as 35% within the past four years
and that further increases are expecte&.
The actual amount of dollars in addition-
al premiums over that being paid a few
years ago is not known, but if the in-
crease has been as much as $20 per house-
hgTd'per year, the amount from one half
million households in the state wouTd
total $10 million per year, Though it
is not familiar to consider this as an
investment" in the problem of crime
and.de11nguency, we will suggest that
no intelligent discussion of the subject
g?ﬂnbe_conducted without this considera-
on. ' '

{

Anothgr'a§pect within the economic argu-
ment is simply that the earliest possible
intervention in unwelcome or otheryise
unacceptabte patterns of behavior is al-
ways the most effective and the cheapest
possible way to deal with problems, The
longer the problems are allowed to develop
and become habitual, the larger the
1nvestment which must be made in either

“remedial services or incarceration, A

chart which appears in the booklet *
Sqrvey of duvenile Problems in Wyandotte
County Kansas 1970" published by the
United Community Fund and Council of
Kaqsag City dramatically i1Tustrates the
principle that: "the earlier treatment

of other services is provided, the greater
the cost-effectiveness of the service."
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The previously noted unpublished monograph
by Mr. Richmond also points out that
the same general conclusion, along with

..the other concerns to which he gives atten-

tion. = : » :

The quality of services provided also
falls within the scope of interest of
the economic argument. A study of the
cost-effectiveness of various services
appears to establish the principle that
poorly designed and implemented services
may increase both the severity and in-
cidence of -problems they were ostensibly
created to solve. Inadequate program
design or funding-may generate or allow
the -develppment of a larger and more
serious problem than originally existed.
Several;mass circulation magazines have
published articles on the nation's penal
systeln within the past year. Most have
concluded that the system does no more
than remove individuals from thejr.ac-
customed residence and habits for a
brief period and returns him to community
Tife with very Tittle motivation to iden-
tify with Tawful community standards of
conduct. Only a few cents of each ap-

propriated penal system dollar can be

plausibly related to rehabilitation -
which is crucial to all except those
under sentence of death or 1ife imprison-
ment without the possibility of parole.

There are several intimations of the
same situation within the juvenile jus-
tice system. Though currently available
information falls far short of being
abTe to illustrate the point, it appears
that the general paucity of services and
the misuse of services that do exist at
least perpetuates and may increase the
quantity and severity of criminal be-
havior. - Of course, this conclusion
must be based on a longitudinal view
that considers records beyond the scope
of the age definition of the juvenile
Justice system. It is not really sur-
prising that few persons-atre rehabili~
tated when very little effort is direct-
ed to this purpose.  It-is also not
really surprising that partial,, inade-

guate, and uncoordinated efforts pro-

duce few -tangible results. Though some

‘wiTl argue forcefully that any efforts -

no matter how partial - are better than
no efforts, it does appear that poor
design and implementation has 1ittle
effect on the probilems addressed...cost-~
effectiveness is very Tow. :

As indicated in this section, discussijons
of the actual cost of crime and delin-
quency needs to be placed within a broader
framework. U.S. News and World Report

- estimated the total cost of all crime

and other illegal activity last year

at more than $50 Bi1Tion in the nation
(about 1/20 of the GNP). Other authori-
ties place the toll at from $20 to $30
billion. «Even the lowest figure is
appalling, and clearly justifies a nation-
al alarm or declaration of crisis. The
size of the problem indicates the need
for a much greater concentration of in-
terest than it has been given up to this

~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
present methods and practices are waste-
ful of the resources presently being
invested. It also seems. reasonable that
the percentage of effectiveness decreases
as the pattern of illegal behavior con-
tinues without significant intervention.
It seems reasonable that the earliest
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 sup-

port for establishing preventive services.

 ACQUISITION PREDOMINANCE

Material presented for one of the work-
shops at the third conference contained

two "resource acquisition strategies."

The first of these was called the "Pool"

of -Resources" strategy and the second

was called the "State-County Combination"
~strategy. In the first was described as

. developing financial resources from .
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throughout the state, pooling them at the
state level for allocation on the basis
of need and the performance record of
operational agencies in all counties,

The allocations could, of caurse, 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

of either the state or area board. Addi-
tional fund would then be acquired on

& state-wide basis by the state govern-
ment, and would be allocated through the
state and area boards to supplement the
acFIV1t1es 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
]oca}]y 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 entirely clear how a plan re-
flecting this idea might be worked out,
even though the projected needs of a
fu]]y-opgrationa? system presented in
the,prgvious‘chapter showed that more
money is needed than that currently

‘available.

w§ havg‘stopped“short of specifying a
financial 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 §n this subject area.
New.]oca] taxation is an emotion-charged
subject area of a highly politicized
nature that clearly places it in the
realm of politics and out of the realm .
of a planning project's competence. Me

_have, therefore, not examined and ex-

Plored this subject area to the - extent

which it.deserVes, fée1ihg that this :
1S more properly the responsibility of
others. o

FEDERAL FUNDING

States and communities have become in-
creasingly dependent upon federal fund-
ing in a variely of human services areas;
welfare, labor, health, mental health,
criminal administration, etc. OF par-
ticular interest to us are funds from
the Comprehensive Law Enforcement and
Administration of Justice Act of 1968,
commonly referred to as the "Safe ‘
Streets Act." 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.

0f potentially even greater significance
are funds from Title 4(a) of the Social
Security Act that would support programs
for "children in danger of becoming de-
Tinquent." Several states utilize this
funding source as a nighly 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 1imit 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 any serious pro-
posals to acquire such funds, which would
normally be channeled through the Depart-
ment of Social Welfare. Apart from

our failure to obtain funds from this

- Source 1in the past, there is the addi-

tionq?,fact‘thatiTegis1ation now being
considered in Washington (H.R.71) would
freeze sach state to their current Teve] -
which in our case would be zero. Since
this funding source could provide the
greatest amount of funding for our sys-
tem, our failure to obtain these funds

;S tragedy that may continue to haunt.

s, ‘ ‘
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A third potential source of federal fund-
ing in recent years is found in the Juve-
nile DeTinquency Prevention and Controi

Act of 1968, from which funds for this
‘project originated. The original act

expired in 1971 and has been extended

via the "continuing resolution” strate-
gem. At the time this final report is
being written, no formal legislation has
been introduced to extend the act. This
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 project, the original Wheat-
lands project, and the family volunteers
program of the Wichita court are the only
activities supported by funds from this
source - and all current projects expire
in 1972. : :

To summarize, of these three widely
known funding sources, only one is of
substantial benefit to the state (LEAA-
GCCA), one has never had significant
national funding and has only been of
minor benefit to the state (HEW-YDDPA),
and Kansas has not organized itself to
take advantage of the potentially
largest source of funds for delinguency
programs (HEW, Title 4 a) and may have
seriously damaged its future prospects
for funding by this previous lack of -
action. ' b

However, federal funding is still a poten-
tially important source of financing,
and a much broader subject than the pre-
ceding paragraphs suggest. We wilT,
therefore, provide a brief survey of

the most 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 Catalog of Federal
Programs for Individual and Community
Improvement - published by the Office
of Economic Opportunity. We have also
used 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 Tatter regard, all programs listed

on Chart 29, have an assigned relevance
factor representing a judgement about

the degree to which these programs can

serve the interests of a delinquency
system. A rating of 0.1 indicates
minor relevance, 1.0 represents 100%
retevance, and numbers in between show
relative judgements between these ex- -
tremes. ‘ ’

I 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.

PR,

" The subject of federal funding réh&f%es
~ further examination beyond a survey of
what is potentially or theoretically -

available. It also reqguires more exten-
sive examination than it is given in
this presentation, but we will mention
some of the principles that are impor-
tant within 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, inefficient, and unfair in
overall perspective and should be avdided

. wherever possible and certain1y for every
~ basic essential service in the system.

This position, incidentally, is hardly
unique with us, since it 1is reflected in
the President's 'revenue sharing" pro-
posals and forms a part of the justifi-
catijon of H.R.1, that has been under '
consideration 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 comment,” by the way, comes
from a person who has administered 125
federal projects from 30 categorical
funding sources administered by HEW,
OEQ, HUD, USDL and USDA. o

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
where activities occur.

Many other comments might be made about
federal funding of projects in the

human services fjeld, but we should

have adequately noted the factdrs to
which our organizational plan should re-
spond. Even though the thrust of the
preceding comments was negative, federil
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 is to devise ways of re-

ducing the negative effects to the -lowest

possible Tevel., -

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 s.on a "block grant®
rather than “project grant" basis.

Secondly, the KJSA State Board. and the
semi~annual "en banc" 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 to agen-
cies and individuals should be made by
the Area Boards on the basis of Tocal
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 orj-
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
that do not meet established standards.

Fifthly, separate accounting should not
be necessary on every small allocation
of funds, but the overall accounting
plan shouyld provide sufficient detail
to satisfy federal auditors - as do

the majority of current state account-~
ing method and procedures.

Sixthly, funds related to the delinquency
system, but not wholly within its realm
0F 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 information to the KJSA of all 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 their desirability and essen-

tial rationality is obvious, It is
clear that efforts should be made in

these directions if this resource is

to be utilized efficiently.

“As we noted at the outset, this subject
deserves a great deal more attention

than.it is given here. ' :

Ty
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146 CHART 29: SOME FEDERAL FUNDING POTENTIALITIES i | : S 147
FOR A DELINQUENCY PREVENTION AND CONTROL SYSTEM* . , 3 P o : ‘
o | i g : | | GENERAL PURPOSE | e | Rele-
3 GENERAL PURPOSE : R Rele- 3 , R i Type of Federal Local vance
‘ : Type of Federal Local vance L Program Title or description Assistance Agency  Funds Factor
PROGRAM TITLE OR DESCRIPTION . Assistance Agency  funds Factor : :
: : ‘ SCHOOL PROGRAMS AND ACTIVITIES
) S - S " : : . .
JUVENILE JUSTICE SYSTEM o greakfast, Tunch, and milk programs ...... Ben & Sub _ USDA  variable .5
o L - : - - ~oUt prevention ....ci.iiiiiiiininiaens Project HEW none .9
Law Enforcement Assistance Agency grants..  Project DOJ 40-60% 1.0 _ rop-ou g J€ :
YDDPA, Diversion oriented projects........ _Project HEW -~ 10-25% 1.0 : Eéﬁé:;ggﬂaﬁegggggi&n$;;1S;ggté""f """" g:g&ggg' ggw ?8867 'g
K v TEW 7 ! : ' Otld L UPPOPLUTIT LY QALY s e e e s | -l .
Children in danger of delinquency, TV A , PPO ect _ HE 40 ! Q‘- , Edugat1ona11y dprived child, & follow thru_ Formula HEW ~ none )
, . : NCF : : ' } Guidance, counseling, testing ........... Formula HEW 50 % .8
INDIVIDUAL IMPROVEMENT AND ASSISTANCE ~ Pegso?n$1b0eve1opment state grants ..... Formula HEW  _ none .8
: v o . : School library resources ........coevevaen Formula HEW - none .3
Non-school food program........oeeeveeensn Formula _USDA 25 % .3 : —_— _
Health care of children and youth (spec.). “Project” — WEW e Z Equipment to strengthgn 1nstruct1on ces.. _ Formula HEW 50 % = .8
AduTt basic education ......e..e.eeesersn. _Formula_ _HEW * 10 % 4 State Dept. of Education assistance ..... rormula, . HEW. __none .3
UpWard BOUND vnveeennnnonnnnss SN Prosect HEW 5073 7 Education centers and services .......... Formula HEW none )
HEAd SEAPT w.nsvesvseeensmnomeenaennn, Project  _OEO 84 .8 TeBCEr COPDS (e sy saiiabesa e e froject  HEM _ 102 -2
Child welfare services ....... et eneean e Formula  _ HEW none 1.0 Vocational education .................... Formula HEW 50 % 2
Vocational rehabilitation services ....... Formula _ HEW 20 % .3 - ‘

‘ - Indian; welfare, employment, schools, etc. _ Various DOI _ _ none 5 COMMUNITY RESOURCES ,
;JQ‘ v A : : Comprehensive public health services .... Formula HEW  varijable .3
?'L EMPLOYMENT TRAINING AND ASSISTANCE ’ Meg?al ?ea]th centers, staffing ......... Project HEW variable .3
E 2 : o ; : : == == Public library construction ............. Formula HEW _ _variable .2

0b COTDS e I T St IS Thome— T3 School construction, Fed. affected areas. “Project _HEN __ nja _ .2
MDTA - institutional ...t Formiia “USPL 0 % 3 Neighborhood facilities grants .......... Project . HUD: 25-33 % .3
MDTA - 0n dob Training .oeeeeeneeonin, Project " USDL ToTe 7 ‘Open space land program ................... Project HUD 50 % A
i Neighborhood Youth COFpS  owowevervnnnnns Project  USDL 10 % 7 ﬁ”ga? PAKS wueiiiiaiiiiiii Project _ HUD 50 % :3
e Operation Mainstream ..oiveeeeenennnnenns, Project _USDL 10 % . odel cities supp]ementary grants ....... Prq_ectv,r HUD 20% adT -2
3 Work Incentive Program {WIN) ............. Project  USDL 20 % .5 Urban renewal programs .................. Project _ HUD __25-33 % .3
NEW CArers ........eeevesoenss e Project _USDL 10 % 2 gg;ﬂﬁg?t;egzi?tgogpé;éégé’;"“ """""" grc-ecg . ggg 50 51 'g
: : - e - . on ¢ ons ..... e rojec variable .
~ Maripower exper1ements and demonstrations..  Project ~USDL none ’.6 ’ | LegaT SEPVICES bunsirs e Pro:ect DED 55 % T
P ASTRENGTHENING THE FAMILY UNIT : VISTA it e era e Dir. Ser. = 0QOEO" ; n/a‘ .3
ﬁ?,‘ : ~ Commodity Distribution ........ vivereseaee Benefits _USDA ~ ~none .4 ' MANAGEMENT AND EVALUATION ,
! Food stamps .........vvviieiiiiiniennn, Benefits USDA  none .4 : ' -
Maternal and Child Health Services........ Formula _ _HEW _ _100% _ _ .3 _ e ] rasearch SUppOrL s vrevtieriess croject el . aon -5

, Aid to Families with Dependent Children... —Inc. Sup. _ HEW _ _ var. .6 Eiane i1 Ervices researc e R ormuia E Rone :

o Emergency Welfare ASSiStance.............. Tnc. Sup. —HEW 504 3 ucational:research, general and ERIC .. _ Project _ HEW ___ 5% 2

- Medical Assistance, Title XIX ' Formila = “HEW ™ "Var. > -Handjcapped research & demonstration .... Project HEW - varijable .2

Lo AFDC —kSoc1a1 Serv%ces.,.;;..::::::::::::: Forﬁu]a HEW - 25% ; :9 Rehab111tat1on research and projects ... Froject HEW 10 2 3

S WIN = CHiTd Care.eeeersenrernenrenns. ve... Formula HEW 254 .6 | | o - '

o Housing: Loans, BMIR mortages, etc..,.... Guar.Lns. _ HUD N/A 2 FEDERAL ,;USDA - Agr1cu1ture ‘ ~ NOTE: The rejevance factors
o Maternal and child health training ....... Project  HEW none 5 DEPARTMENT USDL - Labor : Leon this chart are only
0o M1grant Health grants ................ T Proiect HEW _ Various —F ABBREVIATIONS: HEW - Health, Education, Welfare ~ occasionally the same as on
i 5 g : | - : - ~~ " HUD - Housing %nd Urban Development the chart from wh1q@ this
1 ‘ : ‘ ‘ 0EQO -~ Office of Economic Opportunit nforwat1on was taxen.

%J? ‘ * AN ADAPTATION of a more exﬁens1ve analys1s of federal assistance programs : o o DOJ - Justice pp Y 1 e
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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 successful, or
even reasonably so, avoid the develop-
ment of the crisis situation we previoas-
1y identified as the only way to obtain
public interest and support. When pre-
vention programs are working well, the
rate’ of delinquency is relatively low
and not 1ikely 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-

SECTION 5:

‘fied ratio to the funding of c¢risis
and rehabilitation programs, ,
of the 1:1 is suggested from the material

means that for every dollar appropriated

- ities have suggested a rate as high as

. would certainly be appropriate under cer-

A ratio
presented in previous sections. "This

for crisis and rehabilitation programs,
a matching dollar would be appropriated

for prevention programs. Other author-
1:3 for this purpose, and that Tevel

tain conditions. It is further suggested
that this ratio be used as the basis of
aliocations to areas, counties, 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.

FINANCIAL CONTROL

Financial contrel is a necessary aspect
of the total subject of financing. Though
the majority of activities specified in
this system are to be channeled through
public agencies with established proced-
ures for financial control, it is be=
Tieved 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-
Tished in order to insure that iliegal
and unwarranted expenditures are not
made. . In addition, purchasing and prop-
erty control regulations insure that the
funds that are made available are used

in ‘the most"efficient" manner. Though
there are always 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

It will further.
be recognized that control of this sort
is absolutely necessary in the handling
of pubtic funds. - S :

However, a supp1ementa1‘approach will
also be proposed, and designated as the

Mevaluator's approach." When structural

© vacuums - and inconsistencies have been
eliminated, 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-
dijture of money in comparison with other
possible alternatives. Once a system is
established, cost effectiveness judge-
ments can be 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-
tor's approach to financial control as-

- sumes the existence of an evaluation

plan which can produce desired informa-
tion on a dependable basis. This is

the subject of Chapter 6 in this yo]umeu

It is proposed that the “auditor's apprbach"g-

and the "evaluator's approach" be combined
in the KJSA system, with due note of the
fact that this approach to financial con-

- trol requires some noticeable financing

7
/,f B
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The traditional kinds of financial con-
trol activities of existing agencies
generally reflect the auditor's approach.
Though not avaijlable in Kansas, there
are precedents for the evaluator's ap-
proach to be found within the structure
of the California Youth Authority. The
question of whether the actual evaluation
of activities should be counted as part
of the financial control, or under some
other heading, is really immaterial as
Tong as the evaluation program is sup-
ported adequately. However, apart from
evaluation activities, additional finan-
cing 1s 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 &n 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 COMPREHENSIVE PLAN

The first principle for financial control
is general allocations: to general ele-
ments within the system, to areas on the
basis of experience with the problem,

and to various generally applicable pro-
grams. :

It is suggested that the state and area
boards, adopt a general allocation for-
mula at their "en banc" meetings semi-
annually. 1In 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, accounting 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-

]atfon or a juvenile population basis.
It is believed 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
thess allocations are made. This would
require developing formulae. related

to the kinds of computations presented
in Section 3 in this chapter.

Minimum allocations ought alsc 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
th1s kind would support maintaining a
minimum service to be made available -
usually in an area. of sparse population -
whether it is being used to the most ef-
ficient Tevel or not.’ :

ATong with these general allocations,
categorical standards of services should
be developed. The categorical standards
are those such as mentioned. in the chap-
ters of the preceding two volumes. The
standards should insure<that minimum quali-
ficatjons 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 possible, 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
contro] plan for the state should reflect
the accumulative wisdom that results from
operation of the system. The comprehen-
sive plan is on the permanent agenda. for
the semi-anhual en banc sessions of all
fifteen governing boards. The plan shoyld
be revised and refined in order to reflect
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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 a1l 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 aiso
incTude some special innovative projects.
Such projects might be designed to es-
tablish entirely new services or might

be aimed toward the better utjlization 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 de-

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 ali governing units
should impose detailed requirements on
a particular area board, unless that
area board has not been able to manage
its affaﬁrE/igga'prOper manner, The
area‘bdard/ﬁas definite knowledge of
the agencies and local conditions which
must be reflected in the adaptation
plan, knowledde which neither the state

~ board or the semi-annual en banc 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. It is further suggested
that the adaptation plan, once filed

and accepted, be considered as a con-
troT1Tling device until such time as
changes atre requested and approved.

This seems both logical and necessary.
An adaptation plan should not be allowed
to have vague gereralities 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 wr 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 will 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 mentioned in the
adaptation plan. Some jmportant ser-
vices within the overall plan are likely
to be outside of and beyond the control
of that which_.is under contract. This
is recognized.ind duly noted.

Some contracts will simply insure that
services are available at various loca-
tions regardless of the load, according
to the "retainer principle" 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-reimbursed to a particular
agency for a particular kind of service.
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The contract is also to clearly speci
the results to be expected fro% tﬁe ;ﬁg-
vision of the service - to be determined
by the kind of evaluation program de~
scribed in Chapter 6.

Finally, strict accounting and periodic

auditing_of actual expenditures are to
be made in every case,

ADJUSTMENTS

Adjustments can be made, providing flexi-
@111ty wh1ch will certain$y be negesggi;

in the initial few years, through contract
specifications, through other influences

on contractors. through refinement of the
adapta§3on plans for each area, and finally
the refinement and improvement of the com-
prehensive state-wide plan.
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Section 1: INTRODUCTION

CHAPTER 5

 ESTABLISHING NEW SERVICES

Page 155

Vas ‘opity of services described in Volumes IT and III either
‘ggenz%szx?giogt ﬁ]], or are not uniformly avai1§b]e throughout thed
state. For this reason, a great deal of attention must be directed .
taward the challenge of establishing new serv1ces‘and mod!fy1ngt§x1s
ing~serv1ces to conform to the overall system des1gn. ‘Th1s se§‘13nthe
provides commentary on the nature and extent of the challenge,- an
structure of responsibility within which it occurs.

| | | 159
Section 2: URBAN_COUNTIES - Page

niq roblems and opportunities of the state's four most populous
Zgﬁng?;gugrg the subject gf this section. These counties ggne2a11{1l
have a variety of agencies presently working with ch11dren]%n rogn €,
and many other potential resources. The nature of the chat'en?e,
these counties is presented 1n@1v1dUa]1y as well as collectively.
Each of these counties has a single county area board.

T | 63
Section 3: MEDIUM SIZED COUNTIES | - Page 1

Section 4: SMALL POPULATION COUNTIES

Section 5: PERSONNEL ATTRACTION AND DEVELOPMENT

- A1l of these counties are in mu]ti-eoUnty areas.

iy i F medi i d ignated for special atten-
Twenty five counties of medium size are designate
tion gince“most of them will have to also serve as a resource tod
adjoining counties of dispersed population 1in the»samegde51gnate area.

Page 167

ix of : k i i in this section.
six of the state's 105 counties are discussed in this :
%ﬁgﬁgﬁyby no means identical, these counties are roughly §1m11ar in
that they cannot support efficient selective programs 1nd1v1du§11y,
and that they generaily do not have formalized ageqc1es,opgrat1ng o
within this field of interest. A1l of these counties arg under.multi-
county area boards. ‘ :

‘ Establi “of new services means that new people must be brqught
Eiﬁﬁblﬁzhgizzem. The,programs,described jn'preced1ng volumes 1m91y s

. relatively large numbers of persons; profess1ona1s, para-prgfei§1ongf s
volunteers, and others. This section is dgvoted to an examlnat1on 0

~ problems and opportunities expected to be important when efforts ar

" made to establish new services.

; ‘ i a B L B . F "I ‘ ,' » : ) e ’ 77
+ . Section 6: NEW PHYSICAL FACILITIES‘ o : RN Page 1 v

S C AT . ; béo]ute1y res
Some new physical facilities are highly desirable or abs ey
quired inpdider~ot‘provide a_basewfor:neW»serv;pesﬁ;MTblswsepthn}
~ provides a brief examination of this important subject.

PRy

Page 171 .
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SECTION 1: INTRODUCTION

The expansion of services to delinquents
and pre-delinquents i#s an overriding fea-
ture of the system which resulted from
our planning process. The kind 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 establishment 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 being referred 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:

"For every one hundred Wyandotte County
kids with problems, only 49 are get-
ting the balp they need." (16) v

This is in a county which has a multipli-
city of agencies and many specialized
services. -In counties without a large
number of agencies and professional pro-
viders of human care services, the situa-
tion is usually much worse. Quantita-
tive probiems are generally solved by
simply increasing the number of service
providers or agencies in the community.
The problem is therefore generally sol-
ved within the existing structure of
community attitudes and practices..
Thete is also a qualitative problem; the
effectiveness of existing services “leaves
much to be desired and the totality of

“available services in our communities is

not of sufficient breadth to meet the.
needs of juveniles being referred. The
quality of services can probably be under-
stod most easily through an examination
of the working situation affecting the

©_provider of service. Persons who are

reasonably ‘competent and well prepared
for the task they perform are unable

to produce reasonable results when over-
Toaded with a working load two or threée
times greater than normal. The example
we used to illustrate this before (I-1)
points out that a double overload on an
electrical circuit does not cause it

to work only half as well - it causes

it to stop functioning altogether because
the fuse blows, Though the analogy can-
not be pushed too far, human beings

on whom unreascnable Toads are placed
may react in any of several seif-pro-
tective ways that reduce the quality

of their work. . This means that it is
not enough to know whether a particuijar
service exists, some idea of the practi-
cal working situation affecting the pro-
vider of service 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
quality of service available can deterior-
ate seriously below acceptable minimum
standards, and beyond the point where
positive effects overbalance negative ef-
fects. ‘ S

A different kind of quylitative problem
exists when the diversity of community
services simply do not add up to what

is necessary for dealinﬁjwith expected

or previously experienced problems. Only
two or three communities in Kansas are
Targe enough to need the total diversity
of services necessary to deal with rare
or extremely unusual problems (i.e., -
the neéd for residential treatment) but
every comunity should be prepared to
deal with probTems that occur regularly
and frequently. Very few communities
presently have this diversity. of services.

A further consideration under the heading

of qualitative problems is the:preparation
of providers of service for the task that

they ‘are to perform.  The vast majority

of persons now working in the juvenile




- specifically focused formal preparation for
their tasks. Most have learned the tech-
niques of their present jobs by trial
and error, often with 1ittle or no ad-
vice and guidance of others performing
a similar function. Bad habits can be
learned by this method almost as-easily
as good habits. S
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As a partial review of points made pre-
viously that illustrate the generaljza-
tions presented immediately above, some
examples are furnished below: :

* PREVENTION PROGRAMS - Prevention pro-
grams, 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 Timited enrollment, do not have a
sound organizational basis, and are
occasionally unknown to other persons
in the community who should be aware
of them. ' ‘

* DETENTION - Though state statutes-al-
~low and encourage the development of
detention facilities refiecting the
-nonpenal intention of the juvenile
code, only five counties in the state
have detention facilities that rough-
1y correspond to this ideal. One
hundred counties generally use jail
facilities intended for adult incar-
ceration -,or do not place juveniles
in detention when this is properly
indicated. Td the latter case,
juveniles are occasionally returned
~ to the street without any significant
= influence on their situation. R

* PROBATION - Seventy Kansas counties
have nothing - or next to nothing -
in regard to dependabie and effective
probation arrangements. The principle
- of probation has been established as
..an essential part of -an overall juve- -
- nile justice system for at least 50
. -years.. Inmost cases, the counties
~ Which have not established; such ser-
- vices cite organizational problems
as the reason for their failure to

4
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justice system haye not had the benefit of  * GROUP HOMES - The group homes in

which a sheltered living environment
is provided for children in trouble
is another example of a glaring omis-

~ sion in a total 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 in this field within

~the past two/years. However, the need
for such facilities still exceeds
available %%sources‘by a wide margin.

* RESIDENTIAL TREATMENT - The need for
additional residential treatment
facilities has been‘recognized by
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 establishment of. the vast majority

of services needed in the proposed juve-
nile system was adopted at an early

date in this planning effort, and has
been a dominant influence on the develop-
ment of the overall system. It should

be understood that the concept of "local"
is not used in a rigid and technical
sense, but, usually, indicates multi-
county areas with common or interdependent

problems and fnterests. The specific

recommendation adopted at the second
conference on this subject is: |

“Locai'agénCies'WSllfcontinde_tofbé
responsible for .the management of all
Juveniles for whom the state, through

- the KJSA, does not assume responsibi-

lity. This principle does not intend
to ignore the problems of communities -
which do not presently have proper re-
sources.or where it is not believed.
that the establishment of the.required
-, concentration of resources is possible

_or practical.”

The OBVioué'méahing‘Of«thié,rééomméﬁﬁétion
is that the establishment of new services,

- or the modification of existing services,

kY
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is a Tocal - rather than a state - respon-

Sibility. This recommendation was adop-
ted because our planners believed that
there are capable and responsible persons
In every community, concerned with more
effective prevention and control of de-
Tinquency, who believe that they can
operate services more effectively than
can be done by a monoTithic state agency.
Those most dedicated to this principle
are generally from the larger counties,
while persons from smaller counties tend-
ed to favor having a state agency take
over many, if not most, services, How-
ever, the discussions which developed

_prior to the adoption of this recommen-

dation seemed to cohvince persons in -
the smaller population counties that

~an overall system within the state would

provide them with the guidance, support
and other assistance they needed in or-
der to assume responsibility for delin-
quents. Since the adoption of this re-

‘commendation, there has been a further
growth <of support for it. ' '

It must be noted that all efforts to es-
tablish new services are not similar. At
Teast four different kinds of efforts-
will be identified below and used for
Ehe purposes of discussion in this chap-
er: - ‘ ‘

% IMPROVEMENT - This term will be used

. to indicate "improvements in existing
services for which a recognition of
need and at least minimal commitment

_ presently exists; a qualitative
change, Most efforts of this kind

Will be correctly viewed as a qualita-
tive change in services. The types
of considerations applicable here
~are changes (usually reductions) in
average work loads, very significant
hew requirements for coordination of
services, efforts to articulate ser-

~ vices which need to be placed in cau-.

~sai or sequential order, improvement

-~ of the skills of those who provide

~services, and ‘similar matters.

- % EXPANSION - This term will be used to

 indicate*a~§1mp1y Tinear extension
of an existing service to a larger

o e e

< perceived in the juvenile justice field

group of recipients; a -quantitative
change. The expansjon of services.
Will generally jnvolve estab]fshiﬁd
new units and bases of operation. As
in the case of improvement, expansion
builds upon a previous recognition

of need and the desirabiTity of a
service. s ' ‘

* REP@ICATION - This term wil7l be used
- to indicate the establishment of a
new program according to a "model"
of demonstrated effectiveness in
an entirely new location and almost
Invariably under the sponsorship of
a new or different agency. In con-
trast to improvement or expansion
efforts, recognition of the need and
usefulness of the service must usually
be established before replication
will occur, o

* INNOVATION - This term will be used

- toindicate experimental pvograms which
give promise of greater effectiveness
than current programs or activities,
Such programs may be of potentially
great value and wide application, or
may be designed to meet a very Timited
and narrowly defined need. 1In most ;
cases; innovation should be viewed as o
progress toward providing the diversity
~of services necessary for meeting com-
munity needs.

The responsibility for establishing new
services must be placed at the highest
possible level of authority and be sup-
ported by an allocation of sufficient re-
sources. The rational development of

new services within any given 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 chalienge being

at this time in Kansas.

A1l services must also be amenable to the
exercise of management control. Without &
such amenability, our current "nonsystem* o
(clearly identified as unacceptable be- ik
cause of its lack of productivity) will be o
perpetuated. Coordination and articulation ¥
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of the new services with existing ser-
vices and practices is absolutely neces-
sary.  No new services should be estab-
Jished without considerable prior atten-
tion and adequate arrangements being

made for coordination. Finally, suffi-
cient resources (either personnel or
funds) must be allocated to the estab-
Tishment of new services on & 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
of the Area Board is a crucial consider-
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 primary, task is to
develop a full understanding of the :
comprehensive state plan ("system model")
for the prevention and control of de-
Tinguency. '

* 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
"adaptation plan" of the comprehensive
state plan for their area of jurisdic-

~tion. This plan must inciude such modi-

. fications, refinements,’and elabora- -
tions, believed to be necessary to
carry out the intentions of the com-
prehensive plan in their area.

* The area, board must initiate a defini-
‘tive plan of action sufficient to es-
tablish the new services specified
in the adaptation plan.. :

~* The area board must exercise manage-
ment control over agencies and other

.. providers of service within their

area of jurisdiction according to '
experience of the problem and the.

. measured effectiveness of various acti-

‘vities in the area.

‘society will be accomplished.
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* It is also necessary for the area
board 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 this volume.

* 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 estabTishing new services without

a comprehensive plan allows no confidence
that the objective of meeting the needs

of Jjuveniles or protecting the rights of
It is
essential to develop a comprehensive plan
clearly indicating the role of each ser-
vice and its necessary causal and sequen-
tial relationships., Far 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 degree that their
original -intended purposes have been sub-
verted or neutralized. There is a grow-
ing awareness that the infusion of new
funds 1is not the only consideration rele-
vant to the public interest in this field.
Effectiveness does not automatically in-
crease with increased funding. Consequent-
1y, the challenge of establishing new ser-
vices is one 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
metropolitan counties are the four very

-large counties in the state where the es-

tablishment of new services will demand

the exercise of management influence

more than developmental efforts. Twenty-
five medium-sized counties, identified

in Section 3, require moderate to consid-
erable developmental efforts as well as the

" development of considerable management

capability. The remainder of the counties
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of the state, 76 in number, require
both development and management efforts
but are Tikely 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 |
gf great importance. There is a clearly
identified need for a tremendous in-
crease in the number of “professionals"
working in this general field. There ‘s
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 recognizing
the likely shortage of professionals.
FTnal]yg 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. This

need appears most clearly-at the state
level, where the needs from all parts of
the state are summarized. However, metro-
pelitan counties have recognized this as
one of their needs for some time. Individ-

~ual communities will obviously need to at-

tract personne] from other states 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-
abTy competitive with that available in
other Tlocations. In the majority of
cases, this will require raising salary
standards and general working 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 "sys-
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 challenge 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.c0unties with the largest popu-
lation within the state are referred to
the term "metropolitan counties.” These

counties are typically classified togeth-
~er and are even occasionally made the .
~subject .of special state laws "applicable

only to them. For example, three of

- them now _have a juvenile court separate -

from the probate coUrt.-'Some selected
1nd1§ators‘regardjng~these counties are
furnished on the table on the top of

‘the following page.

Those familiar with the situation in
these counties will be able to reconcile
some of the apparent variances which the

-
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CHART 30: " FOUR URBAN COUNTIES g ‘
' ‘ e Average
Area | 1970 1970 1970 . Average A
| o ion ‘Juveniles Police  Juv. Ct. BIS GIS
o counsy PQPU1at1Q 1-17 Arrests Cases  Adms. Adms .
11 Sedgwick 350,694 124,932 6,899 901 27.0  14.8
12 Shawnee 155,322 52,882 2,030 1,434 12.2 3.0
13 MWyandotte 186,845 66,423 2,360 2,992 3.2 10.2 |
14 Johnson 217,662 82,553 1,985 2,427 6.6 - 3.0

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 delinguency.

Sedgwick County reports offer such an
unusual picture, and affect the state
totals so significantly, that our ordi-
nary policy of refraining from a single
county analysis will be partially modi-
fied. To begin with, the 1970 police
apprehension figure citied above (6,899)
is a whopping 2,816 increase over the
1969 figure (4,083); a 70% increase in’
one year. Furthermore, the 1970 figure
is a number equal to 5%% of all juve-
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 "cases" 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 entire state
total for 1963. On the other hand, -
the cases reported by the juvenile

 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 1970. 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 "unofficiai" cases and verbally re-
ports handling “"about 2,500" cases per
year, which would be 36% of the apprehen-
sjon 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 incemplete police records.)

It should also be noted that the coTumn
of juvenile court cases is taken from
the records furnished from the state

Department of Social Welfare, and includes /j

~only those cases listed under delinquency
not all cases appearing before the court.

_GENERAL CHARACTERISTICS

Even though the principal reason for
grouping 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 resources in these

- four counties. :

-~ * A1l of these counties have schonl dis-

- tricts of considerable size within

their boundaries. A1l have several
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school districts, but each also has
a large school district which lends
itself well to providing specialized
services for a small minority of
students - such as those who are the
focus of interest jn 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-
Tinquency and control system.

* Each of the countiz$ has a welfare de-
partment with a multi-mi1lion dollar
budget and includes actual or petential
specialization of services that is

“not generally available in smaller
agencies.

* Fach of these counties has several
Taw 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 probation staff, even though none
are as large as they should be if
maximum case load standards, such as
we recommend in Vol. III, were estab-
lished. . ‘ :

* Fach of these four' counties has deten-
tion facilities which can be regarded
-as ‘at least minimally adequate for
proper reflection of the nonpenal -
philosophy of the: juvenile code. How-
ever, 1972 changes in state statutes
now allow these counties to place

- juveniles in jail (formerly prohibited)

which can only be'viewed as a giant
step backwards'in the deveTopmental
history of the juvenile court.

* Each of these counties also has other
general community services of a special-
ized nature which can be considered as
part of the juvenile justice system:
_group homes, half-way houses, etc.

fonf

These four counties are also similar in
that they have experienced a rapid ,
growth in the number ofpersons 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 single event of this
kind ever recorded in this state, but

all of the counties have shown a steadi-
1y 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

‘8IS, 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 juvenile 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 tg appedr more serious
in them because of the very large number
of agencies in each of them.

There are highly significant difrerences
between each of these counties - a point
revealed by the various factors noted
previously, and one that would be further
emphasized by other factors that could

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

ety e i)
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size of the area board for each single
county area.is 20 members, with twelve

- members se1ected‘by‘the county commission
.from a Tist of candidates furnished by

the juvenile judge, and eight cagegori-
cal or "at large" positions reserved to
insure that eight categories of interest
are represented, even when not repre-
sented in the former group. Generali-
zations regarding the composition of
these boards when appointed seem unwar-
ranted at this point.

The possibility of including persons to =
represent the municipal governments within
these four counties has been proposed.
This is a proposal that should receive
serious consideration due to the fact
that there is a dominant mun1c1pa11ty

in each of these counties. There is |

an obvious rat1ona11ty to the suggestion
that the governing body of the dominant
municipality should also be allowed to
appoint persons to this board.

=

THE AREA BOARD”S;TASK

TheZpractical task of these four area
boards in regard to establishing new
services can be characterized as pre-
dominating in management more than.develop-

mental concerns

“Theur maJo, cha]]enge is to accurately

perceive and understand what actually

is happening in the=juvenile justice
field within the county. The construc~ -
tion of an informed view regard1ng this
challenge is expected to require a con-
s1derab1e investment of time and effort.
The magnitude of the probTem of delin-
quency prevention and control in these
counties requires the development of

new conceptual tools and classifications
and reporting procedures. It is catego-~

~ rically asserted that an informed view

is not possible until these tools have
been developed, applied to the situation,
and used for a period of time sufficient
to develop "baseline" data

These counties appear to require only a -
minimal amount of effort to injtiate ser-
vices not present?y 7n existence. In :

each of these counties the qua11tat1ve
challenge has been basically met, even
though - quant1fac1ve problems of con-
siderable finportance 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
establishment of new servicés and re-
quests for authorizations to implement
them. These requests are likely to be
largely quantitative in nature, although

a significant number of innovative
programs to open up new fields of ser-
vice or to transform previously established
practices are also Tikely. It is not
likely that the area board will be able

to fulfill its proper function responsibly
in this regard until it has developed

the informed view mentioned above,

The role of the Area Board in these
counties will ]arge?y consist 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
operat1ons carried out by responsible
agenc1es and private purveyors of service
is exercised.

A,major task of the area board will be

to eliminate what we have previously
called the "vacuum" and "direction”
problems. As previously noted, a vacuum
of leadership responsibility now exists
as a result of fragmentation of respon-
sibiTity and unplanned allocation of
resources., The area board is responsi-
ble for elimination of the vacuum and
direction problems. = Its structure creates
a body which has a horizontally 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 be done

and what goals should be viewed as reason-
able. The comprehensive state plan will
provide this general direction. It will
set forth procedures, technlques and

services believed to be capable of mater-
.oially reduc1ng the prob1em of de11nquency
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The areg board will then develop an
"adaptation plan" responding to the
particular opportunities and resources
of their county - within the framework
provided by the comprehensive state plan.

The services provided as part of the sys-
tent in the county will very Tikely be
located by neighborhood and by municipa-
1ity (especially 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

SECTION 3: MEDIUM

County is an exception to this generali-
zation.) - There will obviousty 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 expected that the
medium or smaller sjzed 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 Targely managerial, with
only a minimum of community development
work Tikely to be needed,

SIZED COUNTIES

“The actual and potentia] 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 1nc]uded that raise questions about
their inclusion in the same group. A1l
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 considered 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 spec1a11zed de-
partments through which specific pro-
grams far delinquents are - or can be -
channeled.

* A11 of these counties have some sofrt
of private human services agencies
which may be usefully involved in the
delinquency prevention and control :

- system. Several of the communities
have United Funds and all have per-
sons familiar with the opportunities.
and hazards of operating human ser-
vices agencies.

*,Ai1 of these counties have welfare de-

partments of medium size, at least
large enough to allow the possibiTity
of specialists in community services
dealing with delinquency and pre-delin-
quency.

* A majority of these counties have at

least one Taw 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 agency with two or more.
Jjuvenile specialists.

* A11 of the juvenile courts in these
counties are combined 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 have
at least one full time employed pro-
“bation officer. In most cases, these
probation officers have a position

established some years ago.

"* 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 detention fa-
~cility which clearly reflects the non-
penal ph1losophy of the juvenie. code -
Riley.

T T T T N st A et i
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CHART 31: TWENTY-FIVE MEDIUM SIZED COUNTIES
- | . 1970 1970 1970 1966-70 136670
AREA | N JUVENILES POLICE  JUV.COURT AVERAGE AVERAGE
NO. COUNTY POPULATION _ 1-17 ARRESTS _ CASES _ BIS ADM. GIS ADM.
1 Leavenworth 53,380 17,805 208 154 4.4 0.8
1 Douglas 57,932 14,775 386 238 3.0 0.8
1 Atchison 19,165 6,169 123 160 1.6 0.6
2 Riley 56,788 13,382 244 147 3.2 1.2
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
3 Dickinson 19,993 6,289 45 44 2.0 0.8
4 Ellis 24,730 8,024 97 191 2.3 2.0
* 5 Thomas 7,501 2,482 4 4 0.2 0.0
6 Harvey 27,236 8,799 209 64 2.4 0.4
6  McPherson 24,778 7,628 56 106 2.0 0.4
6  Sumner 23,553 7,723 122 82 1.4 0.8
6 Cowley 35,012 10,467 384 66 2.8 0.0
7. Franklin 20,007 6,253 75 105 2.4 1.6
7 Lyon. 32,071 8,359 278 59 1.8 0.6
7 Miami 19,254 6,353 133 85 1.4 0.4
8  Crawford 37,850 9,711 171 171 1.4 0.2
8 Montgomery 39,949 11,858 334 373 6.0 0.6
8 Neosho 18,812 5,983 76 22 1.4 0.2
8  Cherokee 21,549 6,683 33 6 . 0.6 0.0
8 Labette 25,775 8,284 11 38 3.2 0.4
9 Reno 60,765 20,183 497 232 4.2 3.4
9  Barton 30,663 11,046 239 152 2.0 1.4
10 Ford 22,587 . 7,870 78 124 1.4 0.4
10 Finney 18,947 7,592 330 119 3.0 1.6
% Explanation for the inclusion of Thomas County: central Tocation in Argg/ﬁ,
has both a JuCo and a mental health clinic office. ‘ -

* There are a number of other community
resources which have relevance to de-

Tinguency prevention and control found
in these counties. Most have formally

organized recreation programs, some
have group homes, and others have uni-

versities, colleges or JuCo's.

e Sk 5 e b B
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In addition, it might be generalized
that the quantitative problems of
delinquency control are not generally
as serious as in the metropolitan coun-
ties. 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 juveniTesg varijes 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 whiTe 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
Teads 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 fncomplete

for this county).

None of these counties have 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 problems 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.

Coordination problems exist in many of
these counties, but they are not of

the same nature as the coordination prob- .

lems in the metropolitan counties. Here,
cocrdination difficulties are more Tikely
to center on personalities and historical
precedents. This contrasts with the
sheer magnitude of the number of agencies
and persons who regquire coordination in
the metropolitan counties. In other
words, when personality differences

and conflicts can be resolved, coordina-
tion becames much easier in this group
of counties than it is in the group of
metropolitan counties.

THE AREA BOARDS

A1l of these medfum sized counties are--
within multi-county areas. —In.only 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 B Mdg‘ D

edium

Area c°3§§?ls Coigi?gs g'
1 9 3 33%
2 7 2 29%
3 9 2 22%
4 1 1 9%

5 ‘ 1 1% -
6 6 4 66%
7 10 3 30%
8 11 5 45%
9 12 2 7%
10 18 2 11%

Each of these medium sized 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“sized .counties predominate,
Each 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" 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 f%sidenps 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 equal
emphasis on development of new services
and mahagement concerns. The manage-
ment challenge for the area board is as
described in the preceding section and
will undoubtedly be of less magnitude
than in the urban counties,: The magni-
tude will be determined by the number

of factors which must be brought under
management influence and control. The
development task may be the predominant
initial emphasis and will assume less
jmportance as time progresses, though..
it is expected to continue to be impor-
tant. Typically, the medium sized coun-
ties have the rudimentary basis for a
broad variety and diversity of services,
but the agencies or individuals providing
such services will not be ‘apable 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 perscnal contacts, .
address organized groups, and provide ~
organizational assistance to agencies
and individuals to insure original de-
‘velopment and later maintenance of ser-
vices within their area.

In regard to the “"vacuum" and "direction"
problems, the area board structure it~
self deals with the leadership vacuum
The vacuum in a multi-county -
area {s somewhat different than in the
metropolitan counties, since there is

a relatively large number of county
units and independert statutory agencies.

. There are, consequently, a larger num-

ber-of elected public officials in multi-
county areas than in the single county
areas. The problems of "dire¢tion"

are dealt.with by the comprehensive -

. state plan, as in thei metropolitan

areas, but. will require at least an
equivalent investment of intelligent
and thoughtful consideration in develop-

~“ing the adaptation plan for thexkﬁécific .

- muiti-county .avea.

' ORGANIZATION

'ThegmHTti—cdunty areas in which'these

medium sized counties exist present
considerable problems.and challenges.
It is inescapable that these medium

'sized counties wili be considered a

great potential asset to their area.

They will be Tooked to for leadership

and for resources by other counties in
their area. This places a further bur-
den of leadership and provision of ser-
vice on these counties that has no current
parallel, ‘

~ RESOURCE CENTER

Many medium sized counties now have some

specialized resources serving other coun~
ties. The.mental health centers are the
clearest example of this, though there
are some minor examples to be found in
the private agency field. It is Togi~

~£al to project future services in the

delinquency system on this basis -
using the medium sized counties as a re-
source center for other less populous
adjoining counties. ’

Some new services should be organized
on an area-wide basis centered in one

(or two) of the medium sized cities
“in the area.

Of special interest, due
to the number of service providers to

- be 1involved, are probation services.

Where possible; the organization of

" new services serving multi-county areas

should ‘conform to any- other multi-county
arrangement that present]y exists,

The area board staff will be Tocated in
one of these medium sized cities. The
selection of the city as the base for
this staff and for the board should be
chosen so that it is approximately
equally accessible to all of the coun-
ties in the area. Although other con-
siderations may occasicnally be more
important than this.

Some of the counties in this group al-
‘ready have established outstanding re-
cords of accomplishment within this
general field of interest. Some of
‘these accomplishments could be expanded

Al of these 76 counties have, at least,

- for such agencies must be multi-talented
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from the existing base rather than re-
quiring what we have called "replication”
previously in this chapter. The Big
Brother and Big Sister programs pre-
sently operating in Saline County, as
well as the informal, but regular, inter-
agency conferences held in the county

are worthy of note. The group home
estabiished in E11is County as a quasi-
pubTlic endeavor can surely serve as the
example to other counties where the neces-
sary ingredients for successful operation
exist. The use of volunteers assisting
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

comprehensiye delinguency prevention

and control system. Finally, the nine ‘
county probation services project centered
in Finney County ("Wheatlands Juvenile Sep- °
vices Agency") could obviously be expand-

&d to include other counties. ‘ ;

Probably 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.]n number, are categorized and describ-
ieq 1n this 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 population 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
H3ghWay 81. Conversely, only six coun-
ties west of Highway 8] are not included
th this group.

GENERAL CHARACTERISTICS

the five "statutory" 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
}argg_number of the agencies considered
in this group of counties have only two
employees. - This usually means that no
specialization of services presently
ex1st5‘or,1§ realistically possible for
these agencies. Most persons working

and have a wariety of responsibilities.

A number of persons in these agencies

alse have other duties, occasionally even

an additional full-time job.

L
%

Ty one-quarter) have had no commi+tments

s included in this group (LaneVCounty).

~ment of some specialized services on an o

Some of these counties have other agen-
cies or services availgble. For example,
mental heaTth clinics are located in a
few of these. There are alsg some state
institutions 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, including a few
examples of residential treatment faci]-
ities. Several also have vocational-"
technical education institutions which
can certainly be utilized in the overall
system. AU

Seventeen of these counties (approximate-

to BIS during the past ten years, Thirty-
seven (or approximately one-half) of these.
counties have had not commitments to GIS
,durlng.the past ten years. On the other
hand? it will be noted that the highest
commitment rate to BIS (stated as a per-
centage of the population of the county)

Fifty-four (or more than two-thirds) of ~ ;
these counties have less than 10,000 ; v
inhabitants, but nine of this group may
be large enough to Justify ‘the develop-

individual county basis. It is conceiy-
able thatysome of these counties might serve
as a resource center for cther counties

adjoining them in the same way as was sug-
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answers in regard to the best possible
procedure for development cf new re-
Some efforts may be directed
toward, the development..of skills and  ~
techniques which are useful or necessary
within the juvenile justice system by

persons already Tiving in these communi-

ties, and primarily identified with some

within this system.

persons already 1iving in these communi-

ties, and primarily identified with some
other 1ine of work. In other cases, ef-
forts may be directed toward the develop-
ment jand guidance of new or existing«
agencies to expand their services. In
all cases, it will be suggested that the
use of volunteers should be a major part
of all of the activities taking place
The vecruitment,
selection, training, assignment; and
supervision of volunteers should, there-
fore, receive considerable attention
from the area board. :

A very significant degree and amount of
coordination between counties will be
required. In some cases, coordination
needs will be on a regular basis, while
in other cases the need for coordination
wiTl vary with the passage;Qf time and
the development of new circumstances.
The Joads to be expacted on varjous
services in these counties are certain
to vary greatly from month to month
and year to year because of the small
numbers of persons invelved. It is

only in.areas with a Targe popuiation
base, i.e., the multi-county area

rather $han single counties, that the
load is.expected to be relatively con-
stant, . s

The area board ﬁéii,a]so have a consid-
erable dnterpretive task in helping
agency persons in these small population

counties; and the general public as well, |

to understand the way the system is in-
tended to work and how it is intended
to utilize all relevant resources. Many
of the persons in agencies in these
counties -are not frequent attenders of
state-wide meetings and conferences,

~and are not-generally abreast of new
developments and techniques. It is the
. responsibility of . the area board to pro- -

2o
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mote the correct and sound understanding
“of how the juvenile justice system is

designed to work. .

The area board will be responsible for
eliminating or minimizing lack of ex-

perience of persons who Tive 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
jdea 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
Targer communities. '

It is much more likely that persons in-
terested and concerned about delinguency
in small communities will have an oppor-

“tunity to speak with their Area Board

representatives on a’personal basis than
is Tikely to be the case in larger com-
munities.

N

It is also much more 1ikely for persons
Tiving in smaller communities to have

a comprehensive knowleiGge of Tlocal re-
sources and activities. Typically,

such knowiedge tends to revolve around
personalities more than agency structures -
a fact which may promote an even more

" accurate understanding. o :

Furthermore, concerned persons in the
smaller community can provide elected
representatives, or service providing
agencies and individuals, with a degree

~ of cooperation .and support of their ob--

jectives generally unknown or imgossible
in larger or metropolitan communities.
Such cooperation and support can be a
‘tremendous asset to those with service
delivery responsibilities.

i
i
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Finally, smaller communities 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 1living in
smaller communities generally have a
more complete understanding of what is
happening in and to their communijty

than do persons in larger communities.

AN EXAMPLE

The.“Wheatlands JuVeni]egéervices Agency"
project centered in Garden City and

serving a nine county area in western
Kansas provides an example of how a med-
ium sized county can serve as a respurce
for adjoiningksmaller counties. It also,
in its brief history, is demonstrating
that persons in small counties 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 clearly
demonstrates - if this point needed any
demonstratijon - that there are concerned
and intelligent persons capable of great
contributions to a delinquency prevention
and control system residing and working
in smaller counties, i

‘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 difficult to sep-
arate the quality of the programs being
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
skilled and experienced perscnnel. Only
fiigh quality programs have been under
caonsideration in the proposed KJSA sys-
tem. This means that unspecific over-

- generalized and vaguely described pro-

%fams are not being given any considera-
ion. o ‘

The standard for discussion purposes

in this section, as throughout this plan,
will be no Tess ‘than pregrams staffed

by well-qualified, trained, skilled,

and experjenced persons of demonstrated
competence. We have generally used the
term "professional" to-indicate these
desirable qualities. The issue of pro-
fessionalization needs some further com-
ment and expansion from that which is
now commonly understaood.

PfeVTOUS]ykfn,tﬁfé planning effort, we -
have described professionalization as
persons within a specifically defined

~of college.

category who meet minimum standards for

~initial certification of basic competence.

Minimum entrance standards regarding the
background of experience and various$ kinds
of specific training should be reguired
for persons to assume various positions
within the total system. It is also
essential that persons_.occupying these
positions and performing these functions
be required to maintain minimum perfor-

~mance standa.is 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
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-~

1y to be required.  Then, recertification

will be dependent upon at least minimally

vsuceessfu] performance in-the job.,

In a?tru]y comprehensive delinguency pre-
vention and control system as many as 12

i
i
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discrete "professions" could be identi-
fied, - This is far greater than those

.presently identified in the cuvrent
“arrangement in the juvenile Justice sys-

tem. -

The issue of professionalization raises
the question of providing persons working
in the system with reasonable working
conditions. Professionals, of any

kind, will be attracted and maintained
at a high rate when they can see that
their efforts do have-a positive effect
and are not undercut by“conditions and
situations over which they -~ or others -
have no control. e

Application of these principies and ,
standards to the situation we presently
face in Kansas means that Titerally
hundreds of additional persons are need-
ed for a variety of roles - in addition
to those currently a part of the scenza.
In other words, the subject area of per-
sonnel attraction and development is

one of the critical issues in regard to
the planning for the system outlined in
Volumes II and III. ‘ :

TWO COURSES OF ACTION

There are two obvious courses of action
{0 acquire the personnel resources neces-
sary for this system. Internal devélop-
ment of personnel from within the state
of Kansas is the first of these, and
external attraction 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 with de~

 Tinquency. It is believed to be wise
- to also consider those who are tangen-

tially related to activities within -
this field of -interest. Four classifi~
cations of persons who deserve special
“consideration are identified below:

1. Incumbents: the major resource for ob-
~taining key persons in the overall
~system should be those who are present-
-1y ~a part of the activities in this
field. - Though many incumbents will

w

‘these’persons should be given special

not méet specified qualifications,

consideration and their established

~ position protected by some sort of
~ "grandfather clause." Persons pre-

sently performing useful services
should not be held accountable for
lack of formal education or training

“which may subsequently be required .

as a minimum standard.

. Related persons: are defined as thase

who have a tangential connection to
the delinquency field at present.
Such persons may be primarily identi-
fied with some other agency or field
of interest, but possess practical
experience and, possibly, some speci-
fic training for the delinquency field.
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.

. Persons with transferrable skills:

are those whose professional prepara-

tion or natural abilities are appro-

priate to specific tasks within the
deTinquency prevention and control
field. Those who have skills that
can be transferred with reasonable

ease into programs and activities in

this field should be held in high re-
gard and considered as highly desir=
able candidates. These persons should
not be protected as are incumbents,
but should also be given special con-
sideration. : ‘

. Vo]uhteers:‘ those who have preVious]y

beetrf involved in some ‘aspect 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 volunseers be Tost during a

“time of growth and increased activity.

- Volunteers are 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 p§r§ons. It will be suggested that
specific efforts to attract personnel

from other states will be Timited to

a few indivdea1s of specialized abili-
ties for wh19h opportunities for train-
Ing or experience have not previously

: _existed in the state.

NECESSARY CONSIDERATIONS

Working conditjons are generally the
most important considerations affecting
‘ 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 Timits. 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. It 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-
Q1T1ty‘of some public agencies and
instituion to attract and retain high-
1y qualified persons should amply il1lus-

~trate the validity of this principle.

A significant proportion of those who

present themselves as candidates for
- a particular 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 empTloy-

ment in small agencies where such oppor-
tunities are obviously limited, the
possibility of advancement is an impor-
tant consideration for a large number

~ There must also be a reasonable degree
of job-security. The vast majority of

‘positions existing within the system

must be free from the vagaries of polj-
tics. It is interesting to nate in

this regard that ona of the first recom-
mendations developed in this planning:
project was that prbbation officers shoyld
not be made - dependent upon the politi-

cal fortunes of a particular judge. Events f

n a few counties in Kansas during 1971
amply illustrate the disadvantages of
placing skilled specialists within a
strgcpure that is wholly dependent upon
politics.

Finally, there must be a reasonable op-
portunity to obtain satisfaction from
assigned work. Few people can gain
sqt}sfaction when working in a very par-
tial and incomplete structure that con-
tains vacuums and inconsistencies. Most
people are greatly chagrined when they
r@pgated1y observe that efforts are
vitiated by the absence of some sequen-
tial or causally related service, or

by other agencies overtly seeking to
accomplish contrary objectives for an
1nd1v1dua1. It is well recognized that
the vast majority 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 greater
degree of promise in this regard than
does the current situation.

Sg]aries are also an important considera-~
tion for many persons, occasionally the
most important consideration. It is '
well known that there are a varjety of
ways of viewing the relative -importance

- of salaries. A salary structure for

this system has been outlined in Chapter
3 of .this volume. That salary schedule
specifies a higher rate of pay for those
pos1t3ons which can be accurately placed,
than is. commonly provided at present

in our state. The basis for establishing
this salary schedule has been'made on
selective comparisons. Only a selective
comparison has been made of salaries

being paid in different states for simi-

lar functions in this field. -However,
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it does appeatr that all representative
indicators show that Kansas is in a very

- poor competitive position in regard to

salaries. More specifically, the
juvenile justice field is in a poor
comparative position with.other possi-
ble fields of employment, In the pro-.

- bation officer survey conducted slight-

Ty two years ago, at Teast one court

reported a full-time salaried employee
at Tess than minimum wage:!

In summary of these points, it will
simply be stated that the overall work-
fng 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 within the state. This develop-
ment should largely consist of providing
new educational and training resources

for persons desiring to be fully quali-
fied for their present assignment or
for-future appointments of greater re-
sponsibility. There are a walth of

- educational opportunities within the

state of Kansas, although they are gen-
erally. not presently of any specific
advantage to the juvenile justice field.

When considering the subject of addi-
“tional formal education, the state uni-
versities in Lawrence, Manhattan, 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 internal personnel develop-

~ment already exist, and WSU is only.

'slightly. Tess prepared for this role. .
It is believed that specific curriculum
leading to both bachelor and masters

- degrees in various. fields of. $tudy could

be arranged without much difficulty.

‘ The staté and private COITQQes,within”‘

Kansas are another primary resource to
which specific attention should be di-

rected.  Of special interest is the simple
fact that these colleges offer other geo-
graphical locations at which education (up
to the bachelors Jevel) can be readily ob-
tained. Basic subjects could readily

be added to thejcurriculum of the state
and private colleges and made available

to those employed full-time with very
1ittle inconvenience to either their
family 1ife or job performance.

The junior and community colleges within

the state are also an important potential "

asset. These institutions of higher edu-~
cation expand the availability of formal
courses of study to virtually all coun-
ties within the state. Though there may
be a Timited amount of material that may
be channeled through these resources, a
very significant expansion over 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
persornel development is a subject deser-
ving some comment. It will first be sug-
gested that specific appropriations 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. Haw-

.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 E

and probation officers within the past

two years. It is also possible to develop g

programs at state and private colleges
and junior or community colleges in-order
to provide full coverage throughout the
state. . S

Another financing issue is to provide
tuition and reimbursement for. other ex-
penses involved in training already em-

ployed persons. This might be especially °

valuable to the group of incumbents and
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related persons. The principle is, of
course, we]] established generally, and
gas s?$c1f1c precedents in this field-:
s well. S -

It must be clearly recognized that a
period of several years is the only
proper frame of reference for discus-
sion of the full development of person-
nel resources for the system. There is
absolutely no possibility of accomplish-
ing the;kind of training and education
identified as necessary in a period of
less than three to five year. R

UTILIZATION OF VOLUNTEERS

The hman services which are familiar
tg,qS.today generally developed from ac-
tivities begun on a_voluntary and exper-
Tmental basis by citizens who were con-
cerned‘about their neighbors and 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
services 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
haye.usually»been relegated only to fund
raising 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
volunteers-in direct services has develop-
ed. - Volunteers are now playing an impor-
tant_part.in the provision of many human
services in a wide variety of fields. In
most cases, these new volunteer roles
have originated from the fresh concepts
of the value and potential contribution

tof thé volunteer combined with new aware-

hgsses of ‘the needs of consumers of ser-
vices. : ,

A dominant primciple at the present

_time is that volunteers can be used as

extensions of professional expertise.
The v91gn§eer can be used to extend the
capabilities and ‘the range of contacts
of the professional dramatically. Vol-
unteers used in this regard must ordi-.
narily be well-trained and must report
regq]ar]y to ‘the professional who is
ultimately 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
deserves some examination. .

VQlunteers 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 an
the efficiency and effectivensss of the
service,.a point of special importarice.
The fact that volunteers are involved
n activities without being paid is a
point often viewed very positively by

a consumer of service. Often, this
perception creates an entirely differ-
ent and more teceptive consumer attitude.
H@ 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 cases, the volunteer serves ‘as

a "squnding board" for the consumer of
services, .

Vo1gnteers must be vrecruited, selected,
trained, supervised, -terminated and
replaced. They do not ordinarily mater-
ialize out of thin air as soon as some-
one wishes they were available. 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

program using paid employees.

The auspices under which recruitment of
volunteers is conducted may be crucial.

Potential volunteers respond specifically

to specific kinds of appeals, Different
types of people volunteer to join the
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sheriff's mounted possee, coach Tittle
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
prevéntion and control activities shouid
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 selaction of individuals from the
Tarder group that has_.responded to a

~call for volunteers is offen-a very .

difficult problem that requires intelli-
gent handling. Not every person who
will offer his or -her services will be
found to be useful. Most volunteer pro-
grams have to be aware that some per-
sons volunteer in order to solve their
own unresolved problems. Though a dis~-
tinct minority, such persons can be
quite troublesome and can be easily
hurt. Careful attention needs to be
paid to the selection process.

The training of persons who will be used
as volunteers-is another important con-
sideration. A Targe 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 himself.
It will simply be said 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 training 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 tb
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12 voTlunteers. 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 varijety of tasks for
a number of years, the move successful
volunteer programs have c¢learly 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 hé .
has terminated his service before the =
task was done. Those that wish to con--
tinue to serve as volunteers 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

terminated and rewarded for his service
is also jmportant. 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 ih other voluntary capacities with-
in the community. o

Volunteers generally affect the paid pro-
fessional staff of an agency in.a posi-
tive and constructive 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 professional 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

agencys' service will vary considerably
from one situation to another. However,
there are very few activities which =
will not benefit from the utilization
of volunteers,

It is expected that the use of volun-
teers within the system will not only
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-
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sponsibitity. In most cases, soms agency
within the community will be given the
responsibility for general recruitment.
In medium sized and smaller communities,
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
volunteers, 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

Physical facilities are used to some
extent inmall services described as a
part of the delinquency prevention

and control plan. The availability of
physical facilities may affect the pro-
vision of service in some cases.

For some services, the necessary facil-
ities are: upique, essential, and ex-
pensive (defined as requiring consider-
able capital investment). For other
services, facilities are essential,
but not necessarily efther 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
primarily of the space needed to form

a base of operation for the staff, im-
plying that rental of facilities is
usually appropriate.

The most obvious exampie of "unique-
essential-expensive" facilities are
those to be used for detention 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
Jjuvenile 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-~
jonally facilities for other public
agencies., No further consideration will
be given to courts and law enforcement
agencies in this presentation. There
may also be other kinds of facilities
which have all three of these charac-
teristics, but only those that require

- an unusual design of the facility and.

@i not otherwise availabie in the commun-
ity.

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 cleariy be placed in this category.
Educational and recreational facilities
can also be placed here, with the idea
that such facilities are generally created
for a much larger and more broadly defined
group than pre-delinguents or delinquents.
There are other facilities which might

be deemed necessary for the operation of
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 those facilities




b

AT

- o - AR, 1 g s o . ‘ aspapntes, ‘
e s A it ?

‘ R ity g g
MMM M"WM”WM

B i

[ PR

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

operational bases for the staff unless 1 R
such facilities need to be very extensive | f
and might be built more cheaply than

they can be rented.

N
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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 “unique-essen-
tial-expensive" category. The obvious
reason for this is -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 Tikelihood
of this is not great.

The large number of abandoned schools in
the state, repeatedly suggested as pro-
per places for regional rehabilitation
facilities or detention homes, deserve
spesial 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 Tonger 1n use. .

Investment in these facilities which are
"essential" but not necessarily unigue
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 previously designad facility, it is
generally possible. In regard to re-
creational and educational facilities,
there js almost no need to develop ad-
ditional facilities of these kind for
the juvenile justice system since such
facilities are found in every commun1ty
of the state.

'FinaTIy, ho investment should be con-
sidered for facilities used as the

“turn to building new structures or facil- ¢

The unit size of facilities must be 5’ ‘

tailored to the expected need, with due
consideration given to keep1ng all units
as small as efficiency considerations
will allow. Colpled 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 T
will use it. In most cases, "model" §
facility designs will be found to be ?
too large for the dispersed population i
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.

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..." clearly express1ng a
principle of high relevance prior to

the commitment of funds appropriated
for, or available to, delinquency pre-
vent1on and control system In a time .
of expanding services, thoughts naturally ..

ities required by the system we have
outlined in the previous two volumes fis
very small.

CONTINUED
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CHAPTER 6
EVALUATING PERFORMANCE

INTRODUCTION Page 183

ong commitment to evaluation of the performance of individual
Qrié?agg~within the system, and the overall performance of the
system was established at an early date in this planning effort.
The logic of this position is obvious, but 1tsfpract1ce1 implica-
tions are by no means universally accepted. This section surveys
the range of considerations that must be addressed under this heading.

SEVEN LEVELS OF EVALUATION QUALITY Page 186

11 efforts to which the Tabel of "evaluationf is attached are
ggﬁa? }n value. This section presents an adaptation of an evaTuS— :
tion quality scale for human services programs qeve1oped 1ndepepdent y
of this planning effort by the project manager in Qrder to provide
background for intelligent discussion of the subject of evaluation.

THE FOCUS OF EVALUATION INTEREST Page 192

jous factors which might be evaluated usefu]!y are enumerated
Egetx?g section. There is a possibility of.eveluat1ng the careers of
individual juveniles with similar gharacter1stlgs, as we]} as the
specific programs, individual providers of service, agencles, COm-
munities, areas, and the effectiveness of the system in the state as

a whoie.

94
EVALUATION RESPONSIBILITY Page |

fimate responsibility for initiating and maintaining an evalu-
g2?0ﬁ1program 1spfixed at the staté_]eve]. On ?he.other hand, Area
Boards are expected to be the prjnc1pa1 eenef}c1ar1es._ It seems ;
unlikely that consistent evaluation qua11ty’w111 be ma1nta1ned unless
each agency participating in the system 1is apsoluteTy required to
furnish the information required for evaluative purposes.

Page 189

PERFORMANCE CONTRACTING

i ! cting" for services
A sound evaluation plan aliows 'performance contracting’ .
within the overall system. This principle has w1qe application for
both prevention and control services and can provide a sound basis
for the exercise of authority by the Area Board, even though it is

not relevant to some agencies and offices participating in the system.

201
UNRESOLVED ISSUES Page

Brief mention of some unresolved issues that bear heavily on the
adequacy and usefulness of an evaluation program, presented as the
basis for further discussion and exploration.

Evaluating Performance 183

 SECTIONT:

INTRODUCTION

A strong commitment to evaluation of
any and all activities to be jncluded
within the juvenile justice system in
Kansas was established first at the
second conference. The recommendation,
as printed in our pubTication Basic
Organizational Decisions, is as follows:

"A very strong commitment to a rig-
orous evaluation of all.the various
elements within 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-
1y agreed, The principle has been ex-
pressed and has arisen in a varjety 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-
plied, and to subject it to the same

sort of review process that was being
used for all other major points in the
system. Consequently, 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 the winter and spring of 1972,
the sole subject of a workshop at Con- .
ference 1V, and part of the Vol. IV
workshop at Conference V. :

It was 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 activities. 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-
Tication #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 wider apprecia-
tion of how evaluations might be conducted
clearly emerged through this review pro-
cess. The remaining text of the chapter
presents a very general and unspecific
structure for an evaluation program that
has been found to be acceptabie to the
majority of our faculty, advisors, and
others who attended area meetings during
the final year of the planning process.

THO 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 1life constitute the
two general fields of evaluation interest.
They are the starting point for any eval-
uation program.. : = R

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 specify what

the desired results are for the various
individual programs, and then setect
measurement criteria by which the rate
of success may be judged. It will also
be of interest to determine how similar
programs operating in different commun-
ities perform in contrast to each other.
Of special interest here will be deter-
minations about what makes one program
appear successful while another program
appears less successful.
gram performance also ¥ncludes judgements
regarding how individuals with similar
characteristics respond to varjous kinds
of programs. Here, contrasts between
the success of various programs with
persons with similar characteristics

may also prove to be useful and valuabie
for future planning.

The performance of the system as a whole
is concerned with the formuTlation of in-
formed judgements about how the sum of
a1l programs affects the sum of all per-
sons enrolled over an extended period
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
veach 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 -current information regarding the
performance of individual programs

(by no means adequate), there is vir-
tually no reliable information regard-
ing how the existing juvenile justice

system performs in the state.

THE LOGIC OF THE POSITION
~ IS BEYOND QUESTION

Everyone wants to know what the results
of various kinds of service actually -
are. The individuals who are providing
the services in question obviously

Individual pro-

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 misTeading 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
resuits of programs in which they are
being enrolled. Not surprisingly, a
rather large number of delinquents view
existing programs as either meaningiess
or ineffective. Unfortunately, in a
number of cases, either or both of these
Jjudgements may be accurate. Whether they
are accurate or not, holding such beliefs
is sure to affect conscious decisions
made by individual juveniles.

The vast majority of human beings have
an "evatuative view" of the world. This
simply means that most people draw con-
clusions from what they see and hear, and
these conclusions become beljefs and
principles which are used to interpret
further inputs of facts and experience.
Literally hundreds of people in Kansas
are drawing conclusions about the rela-
tive syccess or failure of programs in
this field of interest every day. Quite
often, these conslusions also contain
thoughts about "the younger generation"
and the relative condition of community
Tife. : : ‘

No one in the state currently has com-
prehensive and consistently good informa-
tion about the full range of concerns
Tegitimately placed within this field of
interest. Most people who possess a
1imited number of facts and have very -

- Timited opportunities for experiencing
this field do not recognize the poor

~.quality and potentially misleading nature

of their information. ATmost no one has
a broad or longitudinal scope of informa-

- jurisdictions.
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tion except within a single county..
absence of this broad org1ongig3§¥ﬁa;he
scope of information results at least
in a Tack of perspective and, more
probably, a very serious distortion
of understanding. This, however, has
ggsmdgtiyred a ¥ide variety of people

om making evaluative 3 g
this field Ofkinterest‘audggments ébOUt

Failure to evaluate will be character-
ized as an example of irresponsibility.
We must evaluate those facts and exper-
;:ncis w%ﬁh which we are confronted to
serve the respect of " di-
rectly or indirgctly. Fron when erve d1
ly recognize that what we know or have
experienced is partial and subject to
some Q1stortfon and many qualifications
we stil] must form some value judgement’
that will help us cope with Tife and our
responsibilities as citizens.

The public deserves an accounting of
the success to which public funds have
been employed_in dealing with problems
such as juvenile delinquency. Such as-
counting should be made on the basis of
the best possible information at any
particular point in time. The informa-
tion should be definite, relevant, and
cover an extended period of months or
even years. 1In every case in the juve-
nile justice field, the accounting should
be made in a way that crosses agency

i For example, it s use-
less to Ccite facts on unemployment, school
d(opouts, arrests, or court cases
without attempting to relate these
factors-to each other. Single agencies
presgnzing their information to the
pubTic only from their perspective can-
not possibly present a meaningful pic-
ture of any part of society except their
own agency. The public also deserves

to be protected from the "alarums and
excursions” of those who use partially
correct information to enhance their

own position or the position of their
agency. The planning project staff

has encountered literally dozen$ of
examples of "special pleading” from

ryarious kinds of agencies or .offices
- In regard to the delinquency problem.

Even when we clear-

“classification.

The public is not now protected f
these cases 6f special pleading. rem

UNCOMFORTABLE PRACTICAL IMPLICATIONS

There are some uncomforfab1e racti
mmplications to developing a goﬁé?lsa]
ment to rigorous evaluation. The im-
plications are uncomfortable simply be-
cause they imply the necessity for
doing things in a manner different than
that which has become habitual, For
example, many agencies are .committed to
what we have called & "process” rather
than a “result" orientation to their
act1v;t1es. This means that the agency
or private practitioner has adopted
a particular kind of response and tech-
nique for,the problems referred and :
simply appiies that technique to all
persons contacted. .Most of the processes
used in this mannet have been tested
e1sewherg,{anq%aﬁpear to have been ef-
ﬁectua1. The agency or person which is
process" nriented then assumes that
the process has a quaranteed value., In
most cases, the valué is not guaranteed
due to a variety of factors, However,
those who embrace the process orienta-
tion to their tasks spend little, if
any, effort trying to find out if they
?;§~$ﬁp11cat1ng the assumed success rate
e process or riot ich t ui
oftenkarg oces or not, which they qu1te

In our field of interest, one may assum
that every agency that does not ¥01Tow )
With the careers of their clients after
they Teave the agency's jurisdiction is
Eas1ca1?y “process” oriented rather than
result" oriented. With same notable
exceptions, most gge?cies fit into this
in fairness, it sho :
be noted that the majority of agencig;d
are not given sufficient resources to

follow their clients after they Teave

the agency's jurisdiction. In most cases
1t is considered to be a "fril1" of a
human service system and s not finan-
cially supported even when specifically
requesteq. However, the vast majority-
of.agenc1es never make requests of =
this sort. Human services agencies are
unfamiliar with the idea of constant
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measurement of the immediate and long-

term effects of their actions on those

.they are serving. Since this is an un-
familiar subject area, it is generally

yncomfortable for agency personnel.

A further uncomfortable practical im-
piication is to be found in the idea
that individual providers of service
should be regularly evaluated in terms
of what has happened to consumers of
service as a result of ‘their actions.
Human services providers are rarely
evaluated individually. Though immed-
jate supervisors often make attempts
in this direction, such evaluations are
generaTly subjective and possibly pre-
judicial and rarely related to any
"hard" information. Customarily, an
~agency director is not routinely fur-
nished information that could be used
to evaluate the work of an individual
provider of service without interpre--
tation by the supervisor. Yet, the
most important part of the human ser-
vices system to a recipient of service
is the provider of service. 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 sarvice can often be re-
flected in relatively routine data
collection procedures. The fact that
this is not a consideration in most in-
formation systems clearly illustrates
the point that there is resistance to
this type of evaluation.
it will be stated that evaluating the

In conclusion,
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effectiveness of a provider of service
in regard to the effects on those con-
sumers for which he is responsibie i§
an unfamiliar and uncomfortable idea to
a large percentage of providers.

The practical implications of a compre-
hensive evaluation system will not be
automatically accepted. As a matter of
fact, many who express a theoretical
commitment to -evaluation do not under-
stand and may not accept these implica-
tions at all. Many agencies will ob-
ject to being evaluated in terms of
their performance. Many individual pro-
viders of performance will object to
being evaluated in terms of their per-
formance. It may further be expected
that agencies and individuals will

point to deficiencies of parental con-
trol, environment, and character de-
velopment as the reason for their Tack
of success in dealing with particular
individuals, as is currently the case
in far too many instances.

It must be recognized that only when
evaluation has been carried out compre-
hensively and consistently over a period
of years will there be a sufficient back-
ground of information to develop norms
regarding probable success or lack of
success with programs and personnel.
Until the time that norms have been es-
tablished within a comprehensive frame-
work and have become famiTiar to persons
working in the field, many will continue
to feel uncomfortable or threatened.

SECTION 2: SEVEN LEVELS OF EVALUATION QUALITY

The concept of evaIUation as applied to

the human services field is néither .

simply described nor simply understood.

The term evaluation is greatly over~

worked, and is used to indicate a broad

variety of considered judgements and
unconsidered conclusions. Persons who

"jump to conclusions" and those who spend

their full energies for a periad-of
months or-even years to develop their
conclusions may both regard their con-

ciusions as evaluation. The use of the
term here in this system must, therefore,
be defined and illustrated in some detail
in order to insure an accurate understand-
ing of its intended meaning. ’

A seven Tevel evaluation quality scale

is presented in this section to assure a

common point of reference for exploration
of the general subject. It was original-

1y devised as part of the "Four Dimension-

- of individuals.
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al Planning Theory" developed by tha
Chief PTanner 1ndependent15 fro% this
particuiar planning effort. It was
originally designed as a framework

for evaluating the performance of all
human‘gervicés being provided in a
community. It has been adapted for this

system to illustrate a way of evaluating

a.we]l-defined category of interest
within a Targe number of communities
on a state-wide basis,

ﬁgman services in general are necessar-~
ily baseq 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 Tend themselves
to‘gbaect1Ve measurement, the majority
of inputs are not. Knowledge of facts
regarding a person's behavior ¢r con-
d1t]on§ 1n the énvironment affecting
an 1nd3vidua1 usually influence the
forma@1on 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 themselves,
a potentially serious pitfall that must
be recognized and for which allowance
must be made. VaTye Jjudgements are
necessary, and -can be very valuable,
but they have Timitations and their
dangers must be understood.,

The i@eas regarding evaluations as used
in th1§ context are suggested by the
fo]IQW1ng principles. The first consid-
eration is the degree to which a tem-
porary or relatively lasting improve-
ment has been made on.a person's ability
to avoid unlawful behavior patterns,
Secondly, evaluation means a conscious
and deliberate effort to determine
whether an improvement has occurred and,
if so, with what frequency and relative
peérmanence of effect on specific kinds

i 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 evaluations reduce the
importance of intuitive and subject
Judgements to the lowest possible level.

it (minimal
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FOUR ESSENTIAL CONCERNS

Therepare four essential concerns about
every sort of evaluative activity: the
magnitude of effort invested, the quality
of information available, the quality
of tools used for measurements, and the
depth of inguiry. Recognizing that

each of these concerns rests on a value
Judgement base, it is stil] pessible

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 Tevels of evaluation
qua11ty.emerge. The seven levels of
evaluation quality are 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-
at1oq of a subject not based on any
particular preparation for understanding

i - levels 1 & 2), through
specific and deliberate preparation to
understapd 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 Tines of considerahle
investments by both individuals and
groups (very considerable - Tevel 7).
Though the amount of effort invested in
gva]uat1on is not a ‘'guarantee of quality,
1t is relatively safe to say that high
qualjty evaluations almost invariably
require very considerable investment of
effort. ~ .

QUALITY OF INFORMATION - A1l evaluations
must bey@ased on some sort of recorded
information. The quality of information
may range from a minimum of vague and
substantiated facts or generalizations
(cursory or poor - leve] 1); through de-

finite information on general efficiency
levels or other unsubstantiated but .
reasonable information (fair - levels-2
& 3); to definite, precise and substan-

tiated information on general efficiency
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CHART 34: SEVEN LEVELS OF EVALUATION QUALlé;_]

‘ . :
LEVEL AND TITLE :

INVESTMENT  QUALITY OF : TOOLS FOR :
OF EFFORT  : INFORMATION : MEASUREMENT. :

DEPTH OF : APPLICABILITY OR
INQUIRY UTILITY

1< CASUAL .+ usually E cursory or 5 personal v superficial | usually qsg1ess
CONCLUSIONS . minimal . poor values : + in isolation
= P E fair, : ; restricted . produces measure
2. MONITORING minimal : but . rudimentary . to given . of geperal .
. simple . factors effi<iency
: 1 fair, T elements E'understanding of
3. REVIEW !significant @ - but more basic v of given : involved process
. detailed K factors I & relationships
. . : good detail : designed :{ beyond the : how é@rvices fit
4. STUDY . significant and . for this given . into total needs
" quantity purpose factors of consumers
’ ;-;*v-'-;\ --------------------------------------------------- .~"—"""—""" ---- iatuladutatss [ e o e
~§. ABENCY : very good designed : overt level : - .
. /EVALUATION . considerable : - or for this of agency 22;;3§:gra“2gi;
| : 4 excellent purpose . activities : St@Nding ag
--A--}g—aq--bu-f-a-:—a ------------ :_,_-_--_ ----- .-________;-;-'--a __________ .ﬁ-~—h%~-hi --------
¢ s e |l e
: S oof 1 considerable ) excellent at001s “ 1 standing @ ity of services

LIMITEG FIELD

7. COMPREHENSIVE  cumulatively : excellent
EVALUATION

.. considerable . hensive

. .
S i s o - a0 U o e o o o o o i

. .
____________ -y o e e e e Ol e € e o e

> always very ! and compre- .

E variety of E to Timits the . basis -~ for
validated of under- [ inclusive dimen-
tools standing I sion planning -

: in field

kS K

and more discrete subject areas (good -
Tevels 4 & 5); to information produced
through a regular, dependable, de-
finitive structure designed for this
purpose (excellent - level 6); up to
the maximum where there are converging
Tines of excellent quality information
(comprehensively excellent - level 7).
A11 evaluations in which confidence

is placed or which are used as the
basis for significant changes in the
community should be based on informa--
tion of at Teast excellent quality.

MEASUREMENT 'TOOLS - Every evaluative judge-

ment proceeds from some standard of mea- -
surement. The measurement tools identi-
fied here range from a minimum of unsys-
tematic individual reactions (personal
value systems - Tlevel 1); through con-
sciously developed guides for describing
measuring and systematizing gross facts
(rudimentary - level 2); to analytic
frameworks for measuring elements of
gross facts (basic - level 3); on to tools
designed to record and :analyze gross

. facts - and their elements systematically
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(designed for this purpose - levels

5); to validated measugement too]sﬁsﬁcﬁ
as_the MMPI, lowa Test of Basic Skills,
college entrance examinations, etc,
(w1de1y9va]idated measurement toolg -
lTevel 6); up to the maximum where the
results from a variety of validated
measurement tools converge in a com-
prehensive evaluation structure (variety
of validated 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 iniended depth of inquiry
into the §ubject being evaluated, The
dgp;h of inquiry may range from the
minimum of reading newspaper stories

~or being given a "walk-through" inspec-

tion of facilities (superficial -

level 1); through asking questions to
o@ta1n general efficiency type informa-
tion (restricted to given factors -
Tevel 2); on to studying the basic com-
ponents of which the gross facts or
given factors are composed (elements
of given factors - Tevel 3); through
following 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-
presenteq by the full range of an agen-
cy's activities (overt level of agency
activities - level 5); to investiga-
tions carrying the Tine of inquiry
beygnd overt actions and observable be-
hav1or-or appearances to discern moti-
vations and covert reasons for the
overt (limits of human. understanding

in field - level 6); to the maximum -
where the Timits of understanding in
various fields of interest converge
(Timits of understanding - Jevel 7).
Thejdepph of inquiry has both vertical
anq horizontal dimensions, the former
§e1ng reached in level 6 and the Jatter
in level 7. B

Anrangement of these concerns into
hatural or Jogical groupings according
to roughly equivalent quality allows
construction of a seven level format of

~

evaluation quality. Though other ar-
rangements of these ideas are possible
this arrangement conforms closely to
the requirements of Four Dimensional
Planning.

LEVEL 1: CASUAL CONCLUSIONS - Each of
us forms casual conclusjons about a
variety of matters every day. It is a
conmon form af human mental exercise.
The first level of evaluation quality
1S composed of the minimums of each of
the four concerns, and is therefore
Tabeled useless for purposes of this
discussion. ,

LEVEL 2: MONITORING - This term has
been used repeatedly in the preceding
text.. I'ts more precise meaning and com-
parative value is ilTustrated by its
placement in this format of evaluation
quality. It is the lowest of the ser-
Tous levels of evaluation. It requires
only a minimal investment of effort,
simply conceived information categories,
rudimentary measurement tools, and

1s 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 human services
system. \ DU

LEVEL 3: REVIEW - The third level in the
formqt 15 given the title of "review"

and is composed of a significant invest-
ment of effort, at Jeast a fajr quality
of information, some-basic measurement
tooTs, and focuses on the elements of
the given‘factors used for monitoring.
ReV1ew.produces an understanding and -
appreciation of a subject area that
neither monitoring nor casual conclusions
mmparts. It should produce an understand-
1hg of involved processes and relation-
sh1p§ ex1sting in virtually every human
service system, :

LEVEL 4: STUDY - This is the median Tevel
of evaluation quality, and fs only rarely
atlained on a consistent basis in the hu-
man services field. It is the Jevel at
which evaluative efforts involve extensive
work,disciplined preparation, and high
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standards of quality. This level of
evaluation quality is not reached

-without extensive preparation, a dis-

ciplined work program, and other ex-
tensive preparations. Study invelves
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 1s the first of the three
Tevels of significant evaluation quality.
Whereas the Tower levels just mentioned
progressively deepened understanding

on a vertical axis, this level broadens
understanding on a horizontal axis to
include all of the official and related
interests of an agency. It is a diffi-
cult Tevel for the voluntary Tleadership

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 Tevel is
primarily on services being provided,

it also encompasses supervision and ad-
ministrative support within the agency.

LEVEL 6 ~ RESEARCH IN LIMITED FIELD -
This Tevel of evaluation quaTity 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 eipha-
sis will be on the degree of ‘suaccess
being achieved by any of the functional
sub-systems. . In either case, this re-
~ sedrch must involve a considerable in-

vestment of effort, utilize an excellent

quality of information developed from .
validated measurement tools, and pur--
sue a ltine of inquiry at least to the

present 1imits of understanding in the
field. It is intended that ievel 6 ef-
forts focused on narrowly defined sub-
ject areas be made a part of an overail
plan to evaluate each of the functional
systems.

LEVEL 7 - COMPREHENSIVE COMMUNITY RE-

ness of the design.

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 with level 6 evaluations in re-

gard to services, and level 5 evalua-
tions regarding matters of agency or-
ganization. Though it would be diffi-
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 a-very considerable invesiment
of effort, with the understanding that
much of this would be directed toward
Tevel 6 (on which Tevel 7 is dependent).
The quality of information used must

be both excellent and comprehensive

and be derived from a variety of vali-
dated tools. The depth of inquiry must
be described as an effort to reach the
present limits 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 the evalua-
tion system, which, as described in the
foregoing text, is considerable.

A rudimentary design for an information
system is displayed as Chart 35. Those
familiar with information systems will
recognize the considerable additional

- details that are necessary to make a

Judgement about the potential useful-

; It does show that
there should be two basic inputs, direct
and indirect, to accomplish the purposes

CHART 35: AN INFORMATION SYSTEM MODEL

REFERRALS, OUTREACH AND OTHER CONTACTS

INTAKE AND PLACEMENT

socto~demographic informaticn

’
4 I
INDIVIDUAL GROUP

SERVICES SERVICES

ARCHIVES

PERIODIC SUMMARTZATIONS
REQUESTED REPQRTS

...... PO00000aNO0co0nn:

We have specified., The direct in

are the result of referrals to;eigﬁzi
Prevention or control programs, and are
subject to intake and placement actions
from which accurate and extensive socio-
demographic information can be derjved.
Ipd1rect Inputs concern those persons
With whom the system makes contact but
qOes not Qirect1y serve .- i.e., pe;sons
h a particular program serving system

recipients who are not system recipi
, i
themselves. Y ecipients

Accumulated socio-demographic informa-
t1on,vplus.any text results or other
personal history available at intake
or as a result of fntake activity) is
~forwardgd to the archives for storage,
a1ong}w?th-a notation of the placement
of the individual in either an individ-
ual or group program. Subsequent in-
formation on the individual is forward-

~ed to-the archives from the operational

programs to which referrals have been

INDIRECT
SERVICES

made, incTuding termination

s _ Ton data,
The 1nd1rect Services also forward
Information to the archives. The

fic information on individuals

on related persons, and pepipds

- i 3 Od
or h1st9r3cg1 eVen£5\subgequen%c
to the initijal intake or contact,

Services provided, at leas

the referral group, are totb;co
coded in several ways: general ele-
ment, Programmatic element, speci-
fic service, area, agency, and ac-
countable provider of service., No--
tat1on.must‘a1$o be made of the
dqteg nvolved, referring or idep-
tifying authority, and a1l pre-
Vious, concurrent or sequential
gijerra1s that involve accountabil-

s

-~

marizations of actjvit within ¢
system as'a whole, areg perfo?mggfe
agency and provider performance,
Movement from one system eJemen% to
another, and other factors neces-
.sary for the exercise of management
at either the area or state level. Fur-
?hermore, it would ‘allow person account-
ing (even on a daily basis if that were
viewed as desirable) and a capability of
sorting for a multitude of factors,
angitud1na1 Career histories on ai] re-
cipients would be immediately available
and could be individually retrieved by ’
n?me (case) or in groups by any of sever-
a1 possible sorting factors. Comprehen-
S1ve printouts on overall system perfor-
mance would probably not be necessary
more often than monthly - and a'quarterly
Interval might be eventually sufficient,

Note must be made of the fact that an

information'system 1s not an evatyati
system. The informatign system~2%i;}3n
provides a.reservoir of data that is =
elther unevaluated, or pre-evaluated -
it does. not perform an evaluation func-
tion itself. On the other hand, it is
an extremely useful tool for evaluators
It can gu1d% evaiuators to programs and.

i)
74
s

archives, therefore, contain speci-

within the system, some information

As described, this informatj
, 1 ; ation sys-
tem model provides fop periodic sﬁ;~

% ek
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services which seem to be especialily
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 individuals, and
can produce this information much
sooner after a recorded event.

An information such as this is more

than 1ikely to cost hundreds of -
thousands of dollars per year, if applied
fo the maximum dimensions of the pre-
vention and control fields (84,200 in-
-dividuals at any given time), irrespec-
+ive of "hardware” investments. An

expense item of this magnitude in the

SECTION 3: THE FOCUS OF

ORGANIZATION

human services fiela' is totally uqfam111ar
to Kansans, and will, therefore, 1n%v1t—
ably be assailed as an "unnecessary" ex-
pense by most of those who are unfamiliar
with our plan, and even some of those

who are familiar with it. vThe §r1efest
possible justification for “the 1nVest—
ment is simply that we are commi tted

_to a uniform and consistent state-wide

sovenile justice system, and that im-
%%ggs theJexercise of managemgnt influence
which is only responsible if 1ts decisfons
are based on a large guantity and high
quality of recent inform§t1on. The ]
information system described above wou'
furnish this, and, without it, the manage-

ment of the system would necessarily be

capricious and probably‘inappropriate.

EVALUATION INTEREST

This section explores the subjects which
should be evaluated on a regg1§r gnd
consistent basis within the juvenile
jUSticeisystem. The primgry 1ntgrest is
4, identify those evaluation subjects
that would be useful to the manage-
ment of the system. It 1s also the
purpose of this section to set.foth
some guidelines regqrdwng the inevit-
able compromises which will be made
when authorizations for eyaluat1onk
efforts do not coincide with requests.

© SIX EVALUATION AREAS

RECIPIENTS - The primary consideration
regarding individual juveniles is a long-
itudinal study of the careers of those

“who have had contact with control pro-

" grams. This primary interest will be
called delinguent careers, and must
necessarily involve knowledge of sub-

sequent adult behavior, beyond the up-

per limit of the juvenile age. This 1s
the most important of the areas of in-
terest in the system, and is to be kept

" on.every individual in contact with con-
trol programs. S

‘Infbfmatibn.oh'pre—deiiﬁqUent careers
is nearly as important. 1t consists of
a similar longitudinal study of the

careers of those enrolled in prevention
programs, classified and sorted.by the
reasons for initial enrollment 1n such
programs. It is inevitable that some
delinquents will have been enrolled
{unsuccessfully) in programs for pre-
delinquents. The greater ]ong1tud1na1
career history that is ava1]ab1e from

the pre-delinguent career history is
of considerable value both to the individ-
ual and to those responsible for operat- -
ing programs.

Recipient career information is the key
eva1zation area on which a1].others 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 Tikely
to develop about this subject in Section
6 which follows.

1t is obvious that useful - in contrast
to traditional - concepts and categori-
sations for recording this information
must be developed. Existing concepts
and categories are not believed to be
adegquate for an intelligent ynderstand-
ing. It goes without say1ng'?ha? up-
dated information must be periodically
sought and recorded and ?he‘retr1eva1
of all recorded information must be
placed on a routine basis. The point

TRV

purposes of this analysis.
« that records are to be kept on law en-

s
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be emphasized that retrieval of infor-
mation regarding individual juveniles
must not require authorizations for

"research", as is currently the case.

PROVIDERS - The second of the six eval-
uation areas concerns the development
of information on all persons making de-
cisions about recipients. Certain kinds
of information regarding the performance
of providers must be monitored and
evaluated. The state ot Washington pre-
sently does this type of evaluation on
the person serving as chajrman of their
placement committee in their diagnostic
center. It will be suggested that all
providers of service, i.e,, probation
counselors, therapists, residentiat:
treatment personnel, should also be
evaluated according to specified
selective criteria. '

When inforzation is routinely gathered
on the providers of service, this in-
formation can be subsequently co-related
to the recipients affected by these
decision makers and providers. This is
accomplished by interfacing the records
of delinquent.careers and the actions

of providers. This subject area is also
1ikely. £o be highly controversial and

is also discussed at greater length 1in
Section 6.

PROGRAMS - A11 specific programs with-
n the system shall be evaluated accord-
ing to the criteria established spacific-
ally for each program. The evaluation
criteria are to be established in ad-
vance of the initial operation of the pro-
gram, collected on that basis, and
eventually refined on the basis of re-
trospective analysis. It is expected
that there will be large areas of simi-
larity between areas. It is also ex-
pected that there will be areas of dis-
similarity between superficially similar
programs. -All activities, including

the simpTle processing of individuals,

are to be summarized as "programs" for -
This means

forcement agency handling of juveniles,

- intake, detention, shelter, case pre-

paration, and evaluation programmatic
elements as well as the judicial pro-
grammatic element and the three rehabili-
tation elements.

AGENCIES - A11 agencies, statutory offices,
institutions and private practitioners are
incTuded in this category, likely to in-
volve more than 1,000 separate entities
not including private practitioners. Each
agency or practitioner is to be judged

in regard to the programs for which it

is statutorily or contractually respon-
sible. Each agency can also be evaluated
on the "indirect" supportive costs of
providing their services. The "cost
center" type of evaluation of agencies
will be-applied to each agency or pri-
vate practitioner involved in the system,

The agency evaluation includes interfacing
pre-delinquent and delinquent careers
with information collected on providers
and programs..  Each agency will have one’
or more programs for which it may be re-
sponsibie, will employ or utilize one

or more providers of service related
directly-to a specified number of recip-
ients. The agency evaluation will be
concerned with an.;analysis of how the
individual careers and the programs
{within which the providers operate) ac-
tually measure up to expected standards.

AREAS - A further analysis is possible
on the basis of the 14 part geographical
division of the state. Each of the 14
areas will be subjected to a longitud-
inat evaluation for comparative analysis.
The gross Toad being experienced in an
area, the range and variety of programs,
the relationship of programs to the longi-

. tudinal careers of delinguents, the agen-

cies which are involved, the cost centers.
and cost of indirect services, and per-
haps other information will be routinely
gathered in each area. - When gathered, it
allows sorting and manipulation to pro-
vide area evaluations. Recognizing that

- greas may not be directly comparable, there

will still be many areas. of roughly di-
rect comparison. Of more dinterest to
area boards and persons working within
an area will be longitudinal comparisons
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of the area's historical performance
record with its current performance
, record.

THE STATE SYSTEM - An evaluation of the
state system consists of a 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 sorting according to providers,
programs, and agencies across area
Tines. It will include following the
careers of various individuals who cross
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

Tow quartiles for each kind of evalua-
tion will constitute a "permanent agenda"
for further evaluation interests, es-
pecially those identified in the pre
vious section as Tevel 6.

THE USEFULNESS OF THIS
KIND OF EVALUATION

Evatuations with these six areas will
provide an historical understanding of
what has happened:. How individuals in
contact with' the system have faired,: -
how programs have dealt with particular

kinds of needs, how providers have af-
fected the 1ives 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-
1y 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 wili
also provide a rational basis for future
projections. It will be possible, if
all six of these evaluation areas are
implemented, to predict increases and
decreases in programming on a relatively
secure basis.

An evaluation including these factors

~allows the development of an informed

view of delinquency and efforts being
made to remediate the problem, 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
play in the overall system. Finally,
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 ofjthé7eVa]uation ta5k~deséf1b—

~ed 1in the previous section transcends
by a wide margin the responsibilities
and reasohable ‘interests of: providers,
programs, and agencies, It also trans-
cends area responsibilities, as previous-
1y describeqﬁgby a similarly wide margin.
~Therefore; it is a task.only appropriate-
1y undertaken by the state agency. This.
~is?not to say that the results of the
evaluation will not be useful and val~
uable to the more Timited interests .=

mentiénediabOVeL It is to say that
none of these interests are defined as
broad enough to encompass the extent of

evaluation we have suggested as necessary.

Basic information used ir the evaluation
system must be uniform and consistent.

Standardized concepts and a consistent
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

‘clusion in the evaluation.
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concepts and apply the same judgements
as those whose responsibilities lie in
Kansas City. |

I? js also necessary to have the capa-
bility of following an individual wiien
h1§ or her geographic location changes.
This 1s especially important when the
change Tnvolves crossing area lines
within the state or across the state
]1ne. The ability to follow a person

1s _absolutely essential for a Tongitudi-
na1.understand1ng of deTinquent or pre-
deTinquent careers,

}t’:s also necessary to have the ability
FO“]ocate_persons with similar character-
istics pe1ng served by different agencies
and residing in different areas for pur-
poses of comparison.
mak1ng'comparative judgements about the
effectiveness of various kinds of programs
on persons with similar characteristics.

It is also necessary to be able to
m§ke‘inter-aréa comparisons of points of
difference or similarity. This is neces-
sary in order to place service or the
pgrformace of particular kinds of agen-
cies within a broader framework in order
to understand either exceptionally good
or exceptionally poor performance,

This presentation assumes that the KJSA
should be responsible for initiating and
maintaining the evaluation system. This
responsibility is believed to require
stqtu?ory authorization as well as appro-
pr1a?1on of funds. The statutory author-
ization should specify a requirement that
a1l agencies, offices, and institutions
generate information scheduled for in-

1 ‘ It might

be wise to also reflect in the statutes
that the information will be generally

f‘confiqentiql and release only to those
~agencies with a demonstrated need for
it. This point raises some-rather

furidamental ssues which are given fur-
ther exploration in the following sec-

~tion. However, it will be noted at

this point that the system presented

here requires participation from a very
~ large number of agencies, whose. coopera-

This is necessary for

tion.cannot be allowed to be voluntary.
It might be assumed that penalties or
other sanctions may be needed in order
to assure the cooperation of varjous
agenctes in furnishing this information.

INFORMATION GENERATION

The basic data to be used in the evalua-
tion system will be generated by inde-
pendent contractors and statutory agen-
cies, 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.

2. For those in the contro] programs,
the social history and invididual
diagnosis which are described as
part of the evaluation element in
the crisis programs.

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 jnterest or within
the rehabilitation field of interest,

5. Periodic progress reports and situa-
tional changes as they occur.

6. Information regarding the status and

cqndition 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 overall system at some
Tater date. A re-examination of
. the person should be conducted in"1ight
of the records already developed."

8. Periodic re-examination of ‘the status

.and situation of the individual

“even when he or she seems to have

el
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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. Therefore, there must
be a great deal of consistency in the
way that the information is recorded.

The providers of service will be respon-
sible for the vast majority of the re-
cords that are kept. Some persons who

“Mave considered this idea feel that
‘this allows persons to evaluate their
“own actions. Self-evaluations are

not generally noted for their accuracy

-ar integrity. Though this is a point

fér legitimate concern, it is not be-
Tieved to be a crucial matter since the
Tongitudinal history of the careers

of. indiwidual. juveniles will introduce

“a perspective ordinarily lacking in

self-evaluations. The 1ikelihoed of
the same individual being able to fur-
nish all of the information used in a
longitudinal evaluation is believed to
be sTight, significantly vreducing the
tendency to distortion. It does not

 seem appropriate to have a KJSA 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. A1l agencies, institu-
tions, offices, and independent providers

~of service are to forward the informa-
- tion they generate to the office of the

-area board. The interval suggested as
the minimum for this is a week. An even
more frequent forwarding interval would
be better, such as at the end of each

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-
cessing all incoming information 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 tha informa-
tion being generated within the area will
serve as the major tool for the evalua-
tion programs. The quarterly summariza-
tion will include a summary of client
characteristics for the gquarter, giving
the characteristics on every individual
who has been involved during the period.
It will be useful to compare this informa-
tion with préeviously recorded information.

Quarterly summarizations will also include

information regarding providers 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 providers

will be made a part of this quarterly sum-

marization. Client accounting is appro-
priate here, as is information regarding
the duration and intensity of various: ser-
vices. Finally, the guarterly summariza-
tion will include information on statutor-
ily or contractually responsibie agencies.
This information will attempt to indicate
how these agencies have performed their

required or contracted role with appropriate
‘historical comparisons.. = .

More intensive evaluatiohs will be origi-

~‘nated for Provﬁders,xprograms,jandvagen-
.~ cies wnose\recopd of performance falls
in either tae-dpper or lower quartile

7
=
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(25%). This evaluation has previousTy
been identified as the responsibility
of the area director to ejther arrange
or conduct personally. The reasoning
behind this effort is that more should
be known about providers, programs,

and agencies who seem to have exception-
ally good or exceptionally poor records.
As resources allow, persons employed by
the KJSA state unit wiil investigate
these matters in greater detail, and-
competent independent evaluators wilf

be used for the rest. ‘

DIRECT BENEFITS WITHIN THE AREA

The area board will be the chief benefi-
ciary of this evaluation system. They
w11} be enabled to make management de-
cisions regarding the improvement of
their adaptation pian. Evaluations

will help them determine who should do
what, where, and when and under what
circumstances. Management decisions

may include making adjustments in
allocations for various kinds of pro-
grams or agencies. Resources are pre-
sumed to be less than adequate, requiring

a very intelligent choice between available

options. The area board can exercise a
management influence on the system within
their area by responding to changing con-
ditions and client characteristics. In
some cases, changes may occur yvather
abruptly and without warning. In other
Tnstances, 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-
standing of what is actually happening
within their area an understanding

which forms the only rational basis for
conducting business. .

However, agencies wWill 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 will
be placed on a secure and definite con-
ceptual base allowing the agency to

place confidence in the information re-

corded. They will also be provided
with the evaluations of their own ef-
forts on a routine basis, in regard to
matters that occur outside of their
area of responsibility or beyond the
time duving which they are responsible
for an individual juvenite. This is
especially important in understanding
what happens to juveniles who have legal-
Ty 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

1s not ordinarily known to the agency

at present.

It i§ certain that many conscientious
providers of service will also be vene-
fited by the knowledge contained in these
evaluation reports. Those persons who
are conscientjous about the performance
of their duties want very much to know
whqt 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 KJISA, at the state Tevel,is to be
held responsible for previding leader-
ship in establishing and maintaining

an evaluation-system. The state board
shouTd be held responsible for acquiring
t@e 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 Tevel should also be held respon-
sible for developing the overall evalua-
tion plan - the factors, the forms, the
measurement tools, and the (inevitable)
manual of instruction. :

The KJSA must also be given authority

to enforce the authorization in order

to insure that all designated activities
are actually the subject of perjodic
information generation. The state unit
must also be responsible for providing
the training and other assistance which




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., The primary summarization will be
a quarterly document in which the composite
is conta1ned 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 weport, 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
board meeting. The quarterly summary
should also be distributed to all members
of the 14-area boards and other selected
agencies and individuals.

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
pasis to determine significant problems
that may not be obvious in small areas
or with small grodps. The data should
be manipulated on a regression principle
applied to client characteristics, pro-
grams, or agencies. Similarly, periodic
réports on program successes or failures
related to client characteristics, pro-
viders of service, and responsible agen-
cies should be made. - Further summari-
zations according to cost 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 shou]d be summarized

The state Tevel respons1b111ty should
also inglude the capability of manipulat-
~ ing data on request from agencies or . =
area boards. It is.likely that agen-
‘cies and area boards will have insights
regarding potentially fruitful areas

for exploration. They may want the
past experience of the system to be
analyzed in ways not previously done. -

‘with whom they are dealing.

'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 contact 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 Tocality. Longitudinal studies
are, of course, also important from
outs1de 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.. Longitudinal studies.
might also Tend themselves to mani-
pulation according to-the client
characteristics, programs, agencies,
and areas of jurisdiction.

OTHER CONSIDERATIONS

The generation of information must be
1made mandztory if-an- eva}yat1on program

is to have any chance of Pvccess Statu-
tory agencies must be reqq/red by state
statute to generate 1nfon3at1on on those
In view of
currently exper1enced prob]ems in getting

statutory: agencies to- report a penalty

- -

a

that has found to be extremely successful
in Minnesota 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
refevant authority. This po11cy brought
about an instantaneous 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 the 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 juvenile justice system in the
state are not known for the accuracy and

¥
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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 eventuaily reveal
principles on which the evaluation criteria
can be simplified and refined. Statisti-
cal regression principles may allow the
simplification of the factors used in

the evaluation system after considerable
experience has been gained from an ex-
tensive record-keeping system.

PERFORMANCE CONTRACTING

Performance cantracting is a very unfami-
Tiar concept within the human service.
field generally. It is much more fami-
1iar within the private profit-making
field. However, 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 oerforﬂance contrac-
ting is to focus-attention on the re-
sults achieved by a particular service.
As we have previously noted, most human
services are "process oriented” rather
than be1ng “result oriented."
~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 authorizdtlon for even a

| ‘rudimentary evaluation of results. This
is true even when there are predictions
by the providers of service that they

~ will be- ab1e to ach1eve very fine results.

Typ1ca11y,

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 abso]ute]y necessary to be able.

to make simple, declarative statements
about the beneficial results which actual-
1y occurred as the result of providing

a service, and to back up the simpie
declarative statements with facts.

Statutory provisions for human services
are usually silent about the results to
be achieved through the activities they
autherize, or mention results in simplis-
tic 1anguage not very well understocd

by anyone. Project applications for

new activities usually indicate, in
great detail, the process which will'be.
used, but rarely mention definite and
quant1f1ed results expected from this

‘service and how these results will compare

with results obtajned elsewhere. Most

_project applications say that an evalua-

tion will be conducted even though the
application incTudes no specific provis-
jons for this purpose. ‘
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Performance contracting turns this empha-
sis around. It views.a process as a way
to achieve a desired effect - not an end
in itself. It establishes criteria 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, 1In addition, the cost
of achieving a particular result for a
particular kinds of individual 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 bTanket
authorization to spend a particular amount
of money ~ irrespective of results achiev-
ed -~ which s the ordinary practice in
the human services field.

PRACTICAL POSSIBILITIES

A sound and comprehensive evaluation plan-
such as "Tevel 7" in Section 2 - can
provide the basis for performance contrac-
ting of a jarge number of services with-
in this system. In many cases, a speci-
fic improvement in character1st1cs, con-
ditions, or sjtuations may serve as the
basis for contracting. In some other
cases, the provision of a "unit of ser-
vice" may have to serve as the contract
basis. In-a few cases, simp]y assuring
that a service or facility is available
for use when and if needed have to be

the basas for a contract

A sugn1f1cant percentage of the services
described within this system lend them-
selves to the performance contracting
‘The goal toward which efforts
are dirécted should be to identify the
kinds of specific improvements and char-
acteristics, conditions, or situations
which can serve as the basis for a con-
tract. In some areas of interest, this
For ex=

be ab]e 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
e placed on a "unit of service con-
tractual basis until such time as suf-
ficient experience is gained to allow
judgement regarding the usefulness 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
existence assured apart from specific
objectives or units of service. The
overall design for such offices, agen-
cies, and services should be related to
h1stor1ca1 experience of need and pro-
jections for the future. In other words,
these offices, agencies, and services
should not simply be created without re-
ference to whether there has been syffi-
cient need for them in the past, or
whether there are any predictions for
their need in the future. 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 agencwes for actual expenses above
this minimum level on an actual cost
basis. Discussions regarding detentjon
facilities serving multi-county areas in

~the state have genera?Ty seemed to favor

this approach
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ADVANTAGES OF PERFORMANCE'CONTRACTINC'

The pr1nc1pa1 advantage of performance
contracting is that it allows the exer-
cise of management control. It allows
budgeting through contracts according

to units of service required by current
conditions. In other words, it promotes
flexibility and a specific adaptation

to current experience. It is common

to find some agencies greatly overloaded
while others are operating well beTow
their optimum Jevel. The performance
contracting approach avoids commitments
in excess of need. It alTows 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.

SECTION 6:

There are various channels of thinking
in this general area. One presently
under discussion and be1ng subjected

to further expioration is found in Los
Angeles, California. The probation

and pardle department for that county
has addressed itself to developing a
"financial respons1b111ey" 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 child-
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 illustrate
that new and unusua1 channels of thought
with relevance to a juvenile justice sys-
tem are developing.

UNRESOLVED ISSUES

Perhaps the most basic problem regarding
evaluation arises from the fact that eval-
uation requires‘the attachment of a value
Jjudgement to a fact, a set of facts, or

a subjective impression. Since evaiua-
tion must have a longitudinal basis, a
written record of the value judgement

is necessary. It is noted that there

is no tradition of keeping extensive
records in the juvenile justice field.
Records on juveniles appearing before
theigourt are regularly purged in most
counties and are often not made avail-
able even-to other agencies with a Tegi-
timate 1nterest in the Juven11e

The~3uven1]e Just1ce system aenerally
operates behind a veil of public secrecy.
The veil of secrecy originates 1in both

a specific ph1]osophy and a tradition of
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 tradijtion. In addition to this,

~ there is'no consistent carryover of in-.
terest about what happens to delinquents
‘when they become adults.

Though occasion-

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.

Evaluation requires the storage and
syubsequent 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 acc0ﬂp11shed easily.

Hazards of poor 1nterpretat1ons and un-
warranted conclusions should also be re-
cognized. The attachment of value judge-
ments to facts, sets of facts, or im-

- pressions is a hazardous undertak1ng ‘that

can easily be counterproductive when-
some other person at a later ddte’does
hot interpret these value judgements
correctly and draws unwarranted conclu-
sions from them
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THE ISSUES

ANONYMITY OF DELINQUENTS - The provisions
+. of our juvenile code require that no
"criminal record” be, developed as a
result of delinquency or miscreancy,

It is correctly and accurately be-
lieved that a criminal record would
place the indjvidual in a very difficult
pasition. 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-
tabTished in the past.

Public anonymity of delinquents is,

in our state, a matter Jeft to the dis-
cretion of the juvenile judge. Until
very recent times, almost all juvenile
judges have interpreted the code to
mean that the names of juveniles should
not be released pubTicly. Very signi-
ficant changes have occurred in this
traditional practice within the past two
years, even though the majority of
delinguents and miscreants still are
not identified publicly in Kansas. The
anonymity principle regarding juveniles
has been intrepreted by many judges

and others to mean that no real 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 questioned where it exists.
It is probably too early to evaluate
the effect of the changing practices.
of several Kansas courts in regard to
releasing names of juveniles to the
public media. In most cases, only the
names of those who have been found
au11ty'of certain kinds of offenses are,
pub11b1y identified.

- it remains an important issue.

| 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 need

to know various facts without any -
suggestion of public identification as

a delinquent or miscreant. In fact,
perhaps half of the communities in Kansas

. exchange information from one agency to

another in regard to delinquents with

no known 4§11 effects. A comprehensive
evaluation 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 naw - 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-
matically an advantage to the juvenile
or to society. As many judges have re-
cently conciuded, 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 .
kind of activity. In.such cases, both
the society and the juvenile may profit
from public d1sc1osure 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 Tlearn of the identification and be

adversely viewed by others who become
aware of this identification. It is
necessary to identify specific individ-

‘vals 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 jdentification is small,
Here, -the

Evaluation Performance 203

potential hazard is chiefly one of poor
interpretation of meaning deriyed

from the gross fact that an individual
is enrolled in a prevention program. It
is necessary to know wno the jndividuals
being considered for enroliment are

in order to develop the program and re-
quests for resources necessary to oper-
ate it. Some programs may reach pub-
Tic awareness as programs for pre-delin-
quents despite efforts to disguise 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
pubTic identification of an individual
in a program for pre-delinguents 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 field.
However, those responsible for activi-
ties in the adult field quite often

do research into 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 delinguency prevention or
control programs can be made unless the
careers of those who have been identi-
fied in this category are followed

for several years through and beyond
the juvenile age. It 1is belijeved
necessary to follow the careers of
those who are "successfully" rehabili-

- tated or redirected 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 faijlures.
Following the career of an individual
who was categorized as pre-delinguent or

~delinguent 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 ejther. The primary benefit,
however, is for the benefit of others
who will follow in similar 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 evaluation system is
possible without such information, re-
Tuctance 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 planning effort should be referred
to at this point (consult index). Pro-
fessionalism was basically described

as dependent upon the existence of mini-
mum qualification standards and subse-
guent minimum performance standards.
There is only a véry limited direct ap-~
plicability teo evaluation of tasks
assigned to para-professionals.

Evaluation of providers should focus first
on the results which have been achieved
through providing the service; a judge-

- ment made by comparing the Tongitudinail

history of individual clients to original
characteristics exhibited and the kind
of service provided. It must also in-
clude attention to the norms .estabTished
for the. prov1s1on of the service.

If all persons with respons1b111t1es in
the juvenile justice field were to be
evaluated, special problems-would immed-
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jately 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 their performance
of duties through the elective 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 certainiy 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 - Al11 agencies oper- .
ating within the system should be evalua-
ted on their ability to actually provide
a service on a previocusly agreed-upon
schedute and within cost Timits. Problems
are expected from some agencies in re-
gard to evaluating their effectiveness.
Private agencies as well as public agen-
cies are likely to be Tess .than enthus-
jastic about efforts to evaluate what
they have accomplished. -On the other
hand, programs will be almost invariably
carried out under the auspices of some
agencies. Agencies, 1like individuals,
have varying capacities and competences.
These variances should be subjected to
evaluative judgéments in order that ap-
propriate assignments can be made and

- reasonable expectations can be met.

INVESTMENT IN EVALUATION - Further dis-
cussion of whether full-scale (100%) or

random selection procedures in evaluation
The full-scale evaluation

is necessary.
is obviously 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 reguirements 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 further investment
in refining the evaluation plan itself
is believed to be absolutely necessary
in order to refine, simplify, and im-
prove the evaluation plan itself.

A significant portion 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 practical benefit to the
operational necessities ¢f the system.
The investment that is to be counted

is that which requires additional man-
pawer and purchases above the area level.

In Chapter 3, one of the "principal
staff members" of the KJSA (level 2)
was the person designated Program Ac-
countability Coordinator (PAC). (See
page 103) The responsibilities of this
position were described as overall super-
vision of the research and personnel
departments, and direct accountability
to the KJSA Director. This specifica-
tion places a person of the highest
subsidiary rank in the KJSA administra-
tive staff in charge of the evaluation
system, and the quatifications for the
position emphasize research.

The research department is responsible
for three kinds of inter-related acti-
vities: information system,,eva1uation,”
and planning. The department has a

Tevel 3 director whose qualijfications

‘are stated in terms of research capability.

The evaluation function in the research
department is-dependent on the  informa-

 tion system production, and the“planning
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function is dependent on the research re-
sults. It §s, 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 wil} be brought forward
here.

~A minimal number (probably no more than
6) of persons will be employed to con-
duct evaluations of the upper and lower
quartiles of performance.. Only one or

- two would be Tevel 4 personnel, and the
remainder would be levels 5 and 6. The
remainder of the manpower necessary to

. carry out evaluation activities will

consist of persons not related to the
system hired to perform spegific evalua-
tive tasks on a contractual basis.

Such persons may be hired ona part-

time basis not to exceed twa years,

or for short, intensive (full-time)
periods. Persons residing in or near the
state are most appropriate for the former
contracts, and persons 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 poi

of view is believed essengia1. TEOTnt
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 nécessary continuity in the evalua-
tion system is adequately provided by
the KJ§A employees, and the necessary
d1ve?51ty of interests and skills is
provided by the contracted evaluators.
Ski11ful direction by the research
erartment director can bring these
Jntgrests together into a valuable eval-
uation product.

igg Egrson?e1 costs for the evaluation
ction alone should be no lower tha
$250,000 per year. "

A FINAL NOTE - Preparations and authori-

zations for evaluation on this scale
obv10951y demand that the results be
used.1n p]anning«for the continuation or
termination of programs, and allocations
to areas and agencies.
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