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SUMMARY OF THE PROJECT

- ,

The juvenile justico system in the Escambia/Santa Rosa

aglon is severcly hindercd by crowdced, outmoded facilities;

- -~

X

-

(7

v inadequate programs and services; Ly underskilled staff

14

L
Q)

and by insufficient use of relevant resources within the

o b
g Poon community. Although significant beginnings have been made
i i
i |
§ ‘ —d to correct these deficlencies~-notably, the absorption by
| : ‘
P | the Division of Youth Services of the intake and probation
{, —t et
{ . \ 1y 5
i LA Zunctions--there remains much more to be done.
1
> i v . s . . o~ .
o — el Detention facilities and programs, for exuinple, are de=-
o plorable. As we reported in our recent application for an
| — 2
| LEAA planning project grant, detention in our region reached
!
1 ) , . .
f - g the crisis state some years ago and has worsened ever since.

Children detained in Escambia or Pensacola are held either

in Youth Harbor, a converted dairy farm, or the County Jail.
Each of thesc structures suffers from a variety of deficien-
cies which not only impede the rehabilative process but which
also are hazardous to the children's physical safety and

well being. In Santa Rosa there is no separate detention

center for juveniles of any kind. BAll children, as a con-

sequence, who cannot be returned to their homes must be con-

g‘, N —\g — ’

¢ : fined in the County Jail. ‘
i
—— ho. |
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Like Youth Harbor, other facilities in our juvenile

justice system arc makeshift axrangements, originally in-

] ) ~i tended to be temporary but gradually acquiring a kind of
/\ yar ) ] d 4= 1 3
7N —_— permanence as long-term solutions fail to materialize.
T‘ ) ; ' Thus, the Escambia Juvenile Court is presently housed in
—_—t
{ TR i - - . .
//7} ‘ , the former county hospital and nursing home. Although
| =
; —‘wag renovated to meet the basic requirements of a courthouse,
t "
g its structural inadeguacies are numerous. It lacks suffi-
i [ Tt — _‘]
, L cient space for the recently expanded counszlor stafi; it
|
? —_—r s contains no rooms in which children and their parents can
| } confer with their attornevs in private; it lacks a room
| | L |
f o large enough to conduct staff meetings or inservice train-
< : = ing:; and its venerable construction is subject to leaks,
|
E drafts and furnace failures.
: . In addition to their individual structural deficien-
|
f ,
| 'L,*‘] cies, the buildings housing the various elements of the
juvenile justice system are widely separated. VYouth Harbor
Il? i is eleven miles north of the Juvenile Court and the nearby
; -1 . e m . " .
II‘ ? Sheriff's Department, while the Pensacola Police Department
’ s is five miles to the south. These distances impede counse-
5 lor contacts with detained children and waste hundreds of
X —— bV} . 3
: man-days per vear in law enforcement, court and detention
S - personnel travel. In addition, the necessity for trans-

Tty

VA

O

[

;
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LI porting arrested or detained children substantial distances S
creates security problems.

Also undermining the administration of juvenile justice f

:i;<& in our region are a variety of shortcomings in programs and |

llff ‘ services for the custody, caré and rehabilitation of delin- ;
;E ) - guent youngsters. Our investigations indicate, for example, é
; “iv i that a substantial proportion of the children presently being '
s }f‘,g detained in Youth Harbor or jail probably can be safely held

E in community-based, nonsecure programs. Such programs tend

ot
to minimize the destructive consequences of confinement Q

association with even the best designed and operated detention

centers. Thus, in addition to replacing Youth Harbor and Q
jail with a new facility, it is essential that alternative ;
measures for temporary care of delinguent youth in community ;
settings alsc be developed.

In addition, we have found that there is a need to better ‘
integrate the diagnostic and treatment processes; to develop
a repertoire of programs to supplement casework as the treat- '
ment methodology of probation and parole; to improve police
handling of Children; to increase the participation of

organizations and individuals outside of the official system

ey

of juvenile justice as resources for enriching that system;
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and to upgrade staff capabilities through inservice train-
ing and use of volunteeor and paid parxapxofessional staff.

As a first step in dealing with these problems, Escam-
bia proposes a dual project of constrxuction and program in-
novation; to build a new Juvenile Justice Center and to
operate a complex of new programs and supporting services.

The Juvenile Justice Center will include a new detention
facility which will serve Santa Rosa as well as Escanbia/

Pansacola, In addition, however, it also will consolidate

buildings, hearing rooms, judges' chambers,

Fh

within one set o

h

office space for intake and probation counéelors, space for
clerical staff and equipment; a sqguadroom for Youth Aid Depu-
ties and Officers, and the like. It is expected that the Ju-
venile Justice Center will be the first component of the Govern-
mental Center to be erected in downtown Pensacola. .

The new detention center not only will provide secure
custody; it also will be designed so as to contribute to the
detained youngsters' rehabilitation by assessing their treat-
ment needs and by initiating the treatment process in approp-
riate cases, In addition, there wiil be four kinds of com-

munity~-situated programs for the temporary care of children

who do not require the secure custbdy of detention 'yet who

' h
VR e s o
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cannot be safely returned to their own homes. These four
alternatives to detention will be a Supervised Activities
Center located at Beggs Educational Center, two Group Cus-
tody Centers, ten private fémilies providing Individual
Residential Custody; and Intensive Community Monitoring pro-
vided by two detention aides.

Other programs will include refined intake procedures,
Probation Envirchment, a volunteer program, and various
orientation and inservice training programs.

Each of these component programs will be assessed,
using objective measures of performance and the results re-
viewed to determine whether individual programs should be

continued, modified or terminated. In addition, we will ob-

-

in continual feedback on the progress and status of each

ot
£

"program through monitoring conducted by citizens' groups,

our Intergovermmental Program Office and outside consultants.
These data will be used as a managemént tool to help keep the
programs on target.

Our proposed Juvenile Justice Center and the associated
action programs are the product of more than a year's inten-
sive planning by our community. We believe that they will

make a significant contribution toward alleviating ‘many of
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cannot be safely returned to their own homes. These four
alternatives to detention will be a Supervised Activities
Center located at Beggs Educational Center, two Group Cus-—
cocdy Centers, ten private fémilies providing Individual
Residential Custody; znd Intensive Community Monitoring pro-
vided by two detention aides.

Cther programs will include refined intake procedures,
Prchation Envirchment, a volunteer program, and various
orientation and inservice training programs.

Fach of these component programs will be assessed,
using objective measures of performance and the results re- N
vicewed to determine whether individual programs should be
continued, modified or terminated. In addition, we will ob-
foin continual feedback on the progress and status of each
program‘thr ugh menitoring conducted by citizéns' gréups;
our Intergovernmental Program Office and outside consultants.
These data will be used as a management tool to help keep the
programs on target.

Our proposed Juvenile Justice Center and the associated
action programs are the product of moxe than a year's inten-

sive planning by our community. We believe that thev will

make a significant contribution toward alleviating ‘many of
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and investigations documenting the deplofabig”condition of

-G

“ha more.pressing deficiencies in our justice system for
juveniles. At the same time, however, we recognize them to

be only first and partial steps towaﬁd the improvements needed
if our justice system is to keep pace with the new and growiﬁg

problems with which it is cémpelled to deal.

I. THE PROBLEM
&. The Need for a Regional Juvenile Justice Center .
1. Detention in Youth Harbor _'3{

In our proposal to the Law Enforcementi Assistance

*

v

l vl
Administration‘/ last spring, we noted the array of studies e

‘4 .

.

juvenile detention in Escambia and Pensacola. For nearly a.

quarter of a century, grand juries and outside experts have

criticized Youth Harbor as a potential firetrap, a hazard to
. (;‘ .- R ..7 “l\. - . ‘.‘»

N .

health and 1acking'ih édequate‘security tQ‘héld‘yoﬁngsters

.

intent on running away. Theywalgo have pointed to its dor-
mitory-type sleeping gquarters and the conseguent risks to the
younger, smaller children, the severe shortage of indoor recrea-
tion space, and the two cgowded.school rooms in which c¢hildren
of varying ages and grade levels go through the motions of
learning.

-

our Proposal reported a trend over the past several

P .

e T
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years of increased admissionsito Youth Harbor, including in-

tances in which the dally population substantially exceeded
2

the number of available bcam.:/ Wa nofod the fagllity's

limited range of programs (oqtdoor sports in good weather,

and games and television in bad weather) and suggested that

their rehabilitative impact Qas probably minimal, Certainly,

they fail to prepare the youngsters for their return to the

community, much less their integration into subsequent treat-

' ment program. Staff, while treating the children kindly and

sufficient in number to provide adequate coverage around the
clock have had no formal instruction in the management of
unruly oxr upset children. No inservice training is provided.
Youth Harbor is physically isolated in an area in transi-
tion from rural to suburban. This isolation alledgedly acts as
a deterrent to abscondance. Better documented, however, is
the counselors' belief that the 22-mile round trip impedes
their access to detained children, and cuts down on the amount
of time they spend in observing and talking with them prior to
disposition. In addition to wasting counselors' time in travel,
vouth Harbor must allocate one fulltime staff position primarily
for the transporting of children to and from the court. The

absence of on-site medical or nursing assistance at Youth Harbor

-
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ycars of increased admissions to Youth Harbor, including in- ‘ 6
stances in which the daily population substantially exceeded i

2/ i
the number of availahle beds. Wo neobod the fagility's

limited range of programs {(outdoor sports in good weather,

and games and television in bad weather) and suggested that

vt

their rehabilitative impact was probably minimal, Certainly,

they fail to prepare the voungsters for their return to the

community, much less their integration into subsequent treat-

T

ment program. Staff, while treating the children kindly and
sufficient in number to provide adequate coverage around the !
clock have had no formal instruction in the management of
unruly oxr upset children. No inservice training is provided.

Youth Harbor is physically isolated in an area in transi-

tion from rural to suburban. This isolation alledgedly acts as
a deterrent to abscoandance., Better documented, however, is
the counselors' belief that the 22~mile round trip impedes |
their access to detained children, and cuts down on the amount
of time they spend in observing and talking with them prior to
disposition. In addition to wasting counselors' time in travel,

vouth Harbor must allocate cne fulltime staff position primarily

for the transporting of children to and from the court. The

absence of on-site medical or nursing assistance at Youth Harbor

|

Caed
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|
means Lhat additional time is consumed taking éhildren to

the County Health Center or Hospital. Securit} problems also
are aggravated for the same reason. Finally, because there is
no public transportation té Youth Harbor, its isolation hinders
visits by parents who are without their own means of transporta-
tion.

Conditions of Youth Harbor have changed very little since
our application for planning funds was prepared less than a
year ago., Its director and staff go cut of their way to insure
that the children are treated kindly, well-~fed aﬁd cared for.
But the voungsters still are housed in antiquated frame farm
buildings which could explode into a holocaust with the first
carelessly dropped cigarette; the septic tank regularly floods
in rainy weather; children who want to run off, still succeed:;
inordinate amounts of staff time are wasted in transporting
youngsters to and from court; predisposition social studies suf-
fer for lack of personal contacts by counselors; and there is no
preparation for follow-up casework, group counselling or other
réhabilative regimen to which the vouth may be assigned.

In short, we conclude, as have those who have studied
vouth Harbor before us, that it must be"replaced'by'a modern

facility, its programs and staff upgraded and its proximity

oo

e e e g ey
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to law enforcement officers, counselors, the court, hospitals,
parents and othexs who use its services, incre;sed.

2. Detention in Jail
YAt the time of our application for planning funds,
approximately 85 percent of all children detained in Escambia
or Pensacola were placed initially in either the County or
City Jails, usually only for a day or two. Thig practice was
drastically altered by a subseqguent appellate court ruling
denying admission of a confession made while the child was
held in jail. As a result of this holding, law enforcement
officers now transport arrested juveniles directly to the court.
Court counselors tﬁan determine whether a child may be released
or detained.

With respect to detention, the practical conse-
gquence of this holding in Escambia has been to substantially
reduce the proportion of children detained in jail from more
than four out of five in 1970 to less than one out of five at
present. In addition, virtually all children who are placed
in jail are now held in the County Jail. In the past, about
10-15 percent of detained children were placed in the City's
lockup, an installation even less conducive to the welfare of
children than the County's facility. . g

This appellate holding, however, has not affected
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the fact that jail remains the only place of secure custody
for children in the Escambiz/Santa Rosa region. Therefore,
given the lack of security features at Youth Harbor and the
conmplete absence of alternaéive facilities in Santa Rosa, it
remains necessary to continue use of this type of institution
for those few vouth requiring close custody.

This is not to say, howaver, that a county lockup con-
stitutes a suitable place for young people. Quite the reverse.
In Escambia, £or example, although juveniles are confined
separately from adult prisoners,the cells are close enough to
permit communication. Also inviting orientation to anti-social
values, information and practices is the confinement of youth
in multiple occupancy cells without regard to age, offense,
delinguency record, mental condition oxr other such factors.
Moreover, because of stafi shortages, jall personnel are unabie
to make continuous obsexrvations. They, thus, are not always
able to prevent aggressive youth from abusing the weakér,
smaller inmates. Lack of resources also prevents us from
having acedemic remediation, yocational training, counseling,
or even physical activity. Youngsters simply remain locked in
their cells until released.

In Santa Rosa the sail is newer and less dilapidated than

'
-
-

Escambia's. With this single exception, however, children in
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jail in Santa Rosa are exposed to all of the detriments to
their welfare and rehabilitation as are those confined in
Escambia's County Jail.

Both we and the residénts of Santa Rosa are determined to
put an end to the incarceration of our youth in jails. Badly
needed as a replacement, we believe, is a modern secure deten=—
tion facility, capable of serving both Escambia/Pensacola and
Santa Rosa.

3. Escambia County Juvenile Court

In 1969 cur Juvenile Court was moved from its
overcrc. Led guarters in downtown Pensacola, five miles north
to what had previously been the Escambla County Hospital, and
later Nursing Home. Built 30-40 yvears ago, the building was
structurally run down, lacked central air conditioning, was
separated by eleven miles from Youth Harbor, and required
substantial renovation‘to convert it into a courthouse. At
the time, however, it offered badly-needed space for the in-
creasing number of cocunsglors, and therefore, constituted an
adeguate, though presumptively temporary solution.

Unfortunately, the adequacy of that solution has
declined with the passage of time, and changing circumstances.

One such event was the augmentation of staff associated with

the Divisicn of Youth Services' assumption of responsibility
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Im for intake and probation. Sincea the past October when the

S ¢
Divigion took on its now duabian Ln Bocuambila, the intake staff &

! has increased from three to thirteen, and probation from seven

0

I to twenty. Clerical staff also has grown from six to eighteen,

and administrative from one to three positions.

E'E Although the administrative transition in general has _
. . ) §
g !‘I proceeded with remarkable smoothness, a major problem for the i

Division has been to find space for the new staff. It created |
several new offices by partiticoning larger rooms within the

-

enclosed the porches at the end of two K

0}
o1
u

‘ , - courthousa itself,
: wings, thus adding four more counselor's offices. However,
] the majority of the new counszslors are housed in leased .space

’

located zpproximately one mile from the court. |
i | Thlis recaent overloading of the courthouse's capacity has
G | hted other deficiencies which were not so apparent when
it opened on a temporary basis three years ago. Even at that
time, the facility lacked space for children, parents and
| _— attornevs to confer in privacy. Then, as now, they must dis-
E ! cuss the details of their case either in front of other fam-

ilies, witnesscs andcourt staff or leave the building. This

lack of privacy 1s oxacerbated by the conversion of the original

wailting rcom into clerical space thereby reguiring thooo waiting

to go into ccurt to sit on benches along the building's main
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corricdor.
Also lacking is readilv available room fox conferences,

group counseling scusions, inscrvice workshops or other activ-

o

ities involving a half dozen or more persons. The counselors' |

ices are mere cubby holes incapable of holding more than a .

.

few people and the court library has been converted to an of-

fice used by planning project staff and consultants. BAs a

.

result, the bullding's two hearing rooms are pressed into ser-

vice at times when the court is not in session. This makeshift {

4

arrangement requires that mecetings either conform to the b
i

schedules of the two busy judges or be held after regular hours. '?
|

Apart from its insuificient space, the building suffers *

fyom the usual debilities associated with a structure of its

o

age. Leaks recently beczm2 so sevare as to require a total
reshingling; the furnace periodically goes out; the wiring
and the plumbing is deteriorating.

is outdated and inadeqguate

In addition, and &s already notad, the courthouse is separated j

-

by nearly a dozen miles £from the youngsters detained at Youth

Harkbo:x.

wisdom, concern and even-
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the present sccommodations of our Juvenile Court were at one 5
time wdoguute as o tomporary uxpedicncy. Now, however, they

must He replaced by a permonent, up-~to~date, well-designed

structure wirleh will facilitate rather than hinder the efforts

)
£ those charged with the adijudication and rehabilitation of o
vouth i. trouble.

~. The Need for New and Enriched Programs ?
)
The administraticn ol juverile dustice in our region j
sufders not only from dilepiduted, makeshift and scattered i
i
facilicies., In addition, our investigations convince us that !
¥
)
certain of our policies and practilices reguire modification. i
|

Now wrograns need to be tesced, and additional funds, manpowex

and oehor rosourecs tapzed to implement them.

g St g e

t¥
.

Luproved incoke runctions of Law Enforcement

One of the problems which underlies many of the !
)
deficiencios in our juvenile justice system is the lack of

rooouress neaded to make the system opexate effectively.

nic difficulty is nowherc more apparent than in the shortage

Py

of ilaw cnforcement personnel assigned to work with Jjuveniles.

At one time, the Pensacola Police Department was able to as-

sign two offlcers Zulltime, waile the Sheriff's Department

- |

o i
sllocatud two fulltime and two additional parttime deputies, H
¢z huadle delinguency and other juvenile cases. However, o
i

L |
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cdue to the necessity of meeting other obligations both de-
partments in recent months have been compelled to cut back

.

on their manpowar specializing in youth matters. At present,

the youth zid unit within the Police Department lacks even a 3

| parttime officer, while in the Sheriff's Department the single o
% v B4
7 ‘,“g
deputy assigned to youth work spends most of his time on drug- ;

related cases. ’ k

¥

In some law enforcement agencies an effort is made to off-

set a lack of specialized youth aid personnel by training the %

patrol, traffic and other line units in the procedures, tech-

-~

kills needed to eff

gues and

n

ectively handle juvenile and

[

n

youth cases. Here again, however, lack of resources has pre-

vented both our sheriff and Police Departments from providing ]

such instruction to anv but selected, high-ranking officers.

We believa that this gsp in our law enforcement agencies'

capabilities undermines theilr effectiveness in coping with

L
!

S ' ‘ youth crimes and delinguency. It contributes to friction be-

1

i

!
-y

tween law enforcement and

=<

oung people, a problem of growinyg

seriousness, especially with respect to our minority group

-
o

b i b B

e BT T T

youth. It tends to produce a lack of uniformity in the pro-

T RPN TR s e e

ks

cessing of arrested yvouth, and in the selection of those re-

ferred to the Juvsnile Court. v

{

. More subtle and less readily apparent difficulties also

R L e Y o, ARG MERS AV REE W AR o et o



- . ) N S LI S N i o . e e . . P ot e o S

[ _16" 3

u

- - are produced by the lack of manpower skilled in handling ;

Foo . " i

3 youthful law violators. Investigations of juvenile cases, i
. T it is reported, are not conducted as successfully by officers

untrained in handling children. Community resources to which

-

children in minor trouble could be referred on a voluntary E

basis instead of referring them to court or merely sending

them home with a warning, are not used. And no systematic

and in-depth effort can be made to prevent the occurrence of
law enforcement problems in which youth often figure prgmin- H
ently, such as riots, vandalism, school disturbances and gang
fights.

All of these shortcomings, we believe, could be reduced

SIS S

provided our Sheriff's and Police Departments possessed sub-

N

stantial numbers of additional personnel trainedkin juvenile
procedures. |
2. Revamped Detention Program
Children placed in detention are for the most
part, simply warehoused. If held in jail, their basic physi-

cal reguirements for shelter, food and emergency medical care

are met, but virtually nothing else is done on behalf of the

youngsters' welfare, much less their rehabilitation. If

placed in Youth Harbor, "the detained youth is provided, in

I
addition, with some Zimited recreational opportunities. He ;

R PO ] - e pSrE Moy,
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also is given firm but kindly supexvision. And he is ex-
posed to an academic program which the facility's director
has candidly described as "high ¢lass babysitting”. But none
of this can be expected to appreciably enhance his ability

to remain out of trouble once he is released.

The short duration of détention necessarily limits wha®t
can be accomplished toward rehabilitation. Nevertheless, we
believe that detention need not simply be dead time, or worse,
for the child. Instead, it can contribute to his ewventual re~
habilitation in at least two ways. First, it can provide a
site in which the child can be ocbserved, tested and his treat-
ment needs realistically determined. And second, his deten-
tion experience can help prepare him for the program of treat-
ment to which he is assigned at disposition. These will be
the goals of our new detention program to ke éperated in the
new detention center.

3. Alternatives to Detention
During the course of our planning project, we
examined the characteristics of all children currently in de-~
tention. This study convinced us that many, though by no
means, all of these children probably could have been cared
for differently, at no substantial risk ei%her to themselves

or to others. Few, if any, could properly have been released

e skt e e i et
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to their own homes. In our judgment, however, they could

have been placed in various types of community-based pro- ﬁ
: %

grams--had such programs been in existence. ’ :

Escambia, like many other -jurisdications, is severely

t

-
wn

limited in options for handling delinquent children

pending disposition. It can place them in the custody of

| ! l |
L | .
amr,

the parents or relatives or it can remove them from théir i

(e

] a home, school and neighborhood and confine them in a place 1
of detention. These are procrustean alternatives ;t variance ﬁ [
with the legislative objective of treating children according
to their individualized needs.

The new detenticn center will not solve this problem ' L

since it will be a maximum security facility designed to hold ;

those relatively few youth judged to be a serious danger to o

community, a threat to themselves, or in serious danger of be-

community. Needed, in addition, are several different types of
programs which provide a range of custody and supervision in-

ke

{

ing physically harmed by an aroused member of their family orx ?
’

%

)

|
termediate between that given in the home and secure detention. 1
f

R o e AR AT Y

. These programs will enable youngsters who otherwise would be B

'

& czxdidates for detention to be cared for in the community and §
f |

thus avoid the destructive influence of maximum custody as-

f
sociated wish even the best run detention facilities. Morxeover, j
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without these alternative programs, a detention center would

have to be constructed with more than twice the capacity of

our planned facility.
4. Enriched Probhation

The assumption by the Division of Youth Services

of responsibility for juvenile probation has greatly increased

the potential effectiveness of this service. Counselors' case-

loads have been cut to approximately 35 from a previous average

of over 100. This reduction permits counselors to spend sub-

~
v

stantially greater amounts of time in contact!with the

’ o [

“ .

v
’ .
- N >

bationers and to made more frequent field visgits to their
probationers and to their homes, schools and places of employ-~

ment. In addition, it is our understanding that plans are

under way to train all of the probation counselor staff in

~

group counseling methods and to have all or most probationers

in groups within the near future. Finally, the relevance of

behavior modification technigues to probation is being explored.

It is too early to tell whether and in what manner these
augmented resources and particular innovations which the
Division for Youth Services is undertaking will pay off. We
are convinced, however, that the Divison is correct in its

s,

general approach. Substantial improvements in probation

ir pro- .77
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effectiveness can come about only as a result of continued

systematic and evaluated efforts of the kind the Division is

attenpting. In Escambia, as elsewhere, probation is an uncer-

tain tool, capable of being applied in many different ways,

%

th

under a varlety of circumstances, and yielding widely differ-~
ing results. Much more remains to be learned before its po~ :

tential usefulness can be realized.

In recognition of the importance of continued testing of
new applications of probation services, we urge that a pilot
project whose initial findings are promising be expanded to i

permit a more complete evaluation. This program involves the

¢
E . ; , b ', .

expansion of legitimate employment opportunities for probation-
ers by assigning them as a condition of probation to an experi- !
mental vocational educational program at Beggs Educational Cen-

ter. The Beggs program has provisionally demonstrated that

%

H.
ct
o
cl

|

{

i

H

his difficult group of young people, most of whom were }
H

. ' o ' s . . i
i! in serious difficulty in their own schools, it can achieve sub- {
|

stantial improvement in attendance, academic performance and ‘

i

social conduct. Moreover, as compared with a control group, ;

Beggs' experimental population after six months participation

averaged significantly fewer returns to court on delinguency '

I

&
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These results, while encouraging, are based upon small
numbers of subjects. BAn expansiovon of the program will permit
us to check these results as well as to possibly improve upon
them. |

5. Alternative Manpower Resources

It is wvirtually self-evidént that our juvenile
justice system must augment its own personnel with new types
of manpower, Funded by the tax dollar, our police, courts and
corrections have never, and in all likelihood, never will be
able to employ professional staff in sufficieht numbers to meet
the diverse complex and growing demands placed upon them., In-
deed, even being able to pay salaries and benefits sufficient
to attract gualified staff is a major problem for many juris-
dictions.

Increasingly, however, juvenile justice agencies
are turning to other types of manpowexr as a means of augmenting
their own limited staffs at modest additional cost. These are
oI two types: volunteers, recruited from the community, who
may provide professional or nonprofessional assistance; and
paraprofessionals who are full time paid staff and who possess
relevant skills and background though they lack higher acadenic
credentials and othef.accoutrements of professional status.

When properly recruited, trained and supervised, both types of

NS
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manpower have been shown to be effective in:

- improving the guality of agency service by relieving
the regular staff of routine duties and thereby freeing
it to concentrate on the more difficult aspects of its
work;

-~ anplifying the agencyls services by using professional
staff to supervise a number of volunteers or para-
professionals in performing some or most of the
professionals' former tasks;

- diversifying the agency's sérvices by adding a repre-
toire of skills, contacts and knowledge to those of

regular staff.

In Escambia, we have only begun to exploit the potential

value of these new manpower resources. The Juvenile Court has
long had an Advisory Board. Over the years, that Board has
overseen the operations of Youth Harbor and has worked hard
and effectively to increase the community's awareness of the
need to replace that facility. From time to time, in addition,
the court has made productive use of a number of community
agencies which volunteer their services to children in need'of
treatment or care. Similarly, Youth Harbof has drawn upon the

assistance of both individuals and agencies to help supply

psychiatric, medical, dental and other services not covered

o i
—
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by its own budget.

These are useful beginnings. However, the extensive and
productive use of volunteers in otﬁer jurisdications, notably
the Juvenile Court in Bouléer, COlo.é/ persuades us that we
can and should do much more to exploit the talent of interested
citizens in our community. Similarly, rapidly accumulating
evidence that paraprofessionals can be useful adjuncts to reg-
ular police, court and corrections agencies' staffé/ suggests
that this type of manpower also should be developed. We do
not, of course, regard either kind of supplementary manpowex
as being a panacea or an univexsal blessing. Problems will arise
which unless dealt with effectively will offset the benefits to
be acquired. Nevertheless, on balance, we believe there’ié a
need to test out the feasibility of substantially expanding
the Juvenile Court's current use of volunteers and of an initial
program employing paraprofessionals.

C. Preparations Undertaken

1. First Steps in the Planning Process
Starting last July, when funds under our planning
project grant from LEAA became available, we have been contin-~

uously engaged in preparations to cope with the problems im-

el

eding our juvenile justice system. In approaching this task,

we recognized that far more was involved than simply the prepara-

.tion of architectural designs and grant applications, No less

.
.
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important, in our view, was the need to obtain the active

participation of a spectrum of our community's citizenship W

and relevant organizations. The formal organizational wvehicle
for this purpose has been the Juvenile Detention Facility Task A

Force appointed by the Escambia County Board of Commissioners. i

The Task Force is broadly representative of the Escambia/

) 5
Pensacola Communlty.*/ It includes the heads of several agen-

cies directly concerned with the administration of juvenile

justice, as well as several members of the Juvenile Court Ad- {
visory Board.

The Task Force is divided into working committees, each: '»p

|
responsible for certain phases of the planning effort such as §
. . i

site selection, funding, and facility design and construction.
One of these committees, the Committee on Program Development,
was further divided into subcommittees to focus on specific

'needs and programs. (These are listed in Appendix B.) There-

ﬁﬁﬁﬁn‘an-_-m_§

after, as the subcommittees' work progressed, it became apparent

to several of them that certain key sectors of the community

were inadeguately represented or that additional skills and
knowledge were needed. The Project Director thereupon appointed

additional ad hoc members to these subcommittees to strengthen

their original membership. In addition, staff of the Division

of Youth Services acting as members at large of the subcommittees,
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have worked closely with them and with project staff.

An early task in the planning process was to survey all &

agenciles in the community capable of providing services to
youth., The purpose of thi; survey was to obtain not only a l
clearer picture of the resources potentially available toh 3
prevent and control delinquency, but also to ascertain their

readiness to participate in a comprehensive program. A total ;

of 41 agencies with youth programs were identified. (See Ap- 8

pendix C.) Of these, seven appeared to be particularly well |

[ kL

suited to carrying out certain phases of the project. Staff

and the relevant Program Development subcommittees explored o

£ ]

these agencies' interests and capabilities further to identify |
~ |

AP §‘-§ those which could best contribute to improving our juvenile

justice system.

Another undertaking early in the planning period was to
determine the projected populations of the various proposed ;
secure and nonsecure detention programs. A review of the

court's files indicated that his could not be done retrospec-

tively by examining records of children who had been referred !

to the court in the past. Therefore, it was decided to con- j

duct a month long study of all incominghcases. t

The first step Qas to develop a set of hypothetical admis- '
sion criteria for these proposed programs., Staff next reviewed T
these criteria with the court's judges to insure their practical _'g

validity and acceptance. The criteria were then converted into
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a checklist to be applied at the time of each detention decision. 3
g.’

(See Appendix D for a sample checklist.) The checklist requiraes t
]

the Intake Counselor or Judge using it to assume the availability
of a modern, secure detention facility and of four different types b
of nonsecure, community-based detention programs.‘ He also, of
eourse, has the choice of returning the child to his parents'
custody. : l
During the month the study was conducted, intake counselors
interviewed every alleged delinqguent child, his parents and the t
referring agent, usually an arresting officer, at the time the :
child was brought to court. Based on these interviews and

court f£iles the intake officers completad the checklist and

thereby indicated their hypothetical decision whether and in j

e

what manner to detain the child. They also recorded their

actual decisions. At the time of the subseqguent detention

T A N s L

heering, the judge filled out a second checklist on the same

child.

EE NP E R T T e m -

It was found that intake staff and judges were in general

agreement, and that nearly all discrepancies were due to infoxr-

mation being presented at the intake hearing which the Intake

Counselor had not had when he initiallf“receiVed the case.

Wnen the region's projected population growth, future delin-

gquency rates, and expected use by Santa Rosa were taken into

S ey
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account, the study indicated that a 30-kaed facility will i

be reguired during the next two decades. It also estab-

lished that the various nonsecure programs eventually

should have a total capacity of approximately double that g

number. The Division of Youth Services' Bureau of Field g
Services concurred in these projections. 1In addition,

the Program Development Committee reviewed and approved ,
them. (& full report of this study is given in Appendix

E.)

Table I (page 28) contrasts the limited alternatives

g

for handling detained children currently available with

the more extensive range of short term placements which

are needed. It also indicates the appropriate percentage ' !
of detained youngsters which our research leads us to be-

lieve would be assigned to esach of those programs, assum-

z:g' }:2: = = B B s o e o

ing their availability. A similar distribution of ju-
veniles presently being detalned in Youth Harbor and the )

County Jail is given by way of comparison.

SRR kMRS L T

|
2. Program Development and Community Involvement §

Planning as we have undertaken it, has been a %
joint effort involving staff, agency representatives, con-

g . i
cerned citizaens, local experts and outside consultants. 1
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TABLE I

Handling of Children Pending

Adjudication and Disvosition,

with Percentage Distribution

of Those Detained

Present Svyvstem

1

(Detained)
Escambia Jail ( 8%)
Youth Harbor (92%)
Children
Referred |~ [Intakg-
to Court
Parent's Custody
1
Dismissed Informal
- Probation

A e e s e e A

Children

Referred —!Intake}—-

to Court

oo

I

!

Proposed System

(Detained)

New Detention Center (21.6%)

Supervised Activities

Center {35.1%)

Group Custody - Boys (13%)

Group Custody - Girls (10%)

Individual Residential
Custody (3.4%)

Intensive Community

Monitoring (16.9%)

i

I

Farent's Custody

Dismissed Informal
Probation

EERNNIIEZEEE
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Staif has provided leadership and overall direction for the
project and with the assistance of outside consultants has
performed the more technical phases of the planning, such as
the detention population d;stribution study and the prepara-
tion of £final drafts. Howéver, local agency represei.tatives,
interested citizens and local experts, usually working through
the varicus program development subcommittees, have given many
hours of thought and effort. Indeed, each of the subcommittees
produced one or more drafts of indiviaual programs, often many
pages in length énd covering‘the topic in grgat detail and
thoroughness, The full Program Development Committee reviewed
these documents at various stages. In addition, the Court's

Advisory Board has been informed of developments and on oc-

casion has lent its assistance in thinking through certain prob-

lems.

Project staff also coordinated its planning with the Flori-

da Division of Youth Services. This has included a meeting in
Tallahassee with the Division's Director, Mr. O. J. Kellex;

a subsequent trip to Pensacola by Mi. Keller at which time

he visited the Beggs Educational Center and approved its role
as an adjunct to probation; numerous méétings in Pensaccla be-
twéen Division of Yoﬁth Services staff and project staff and
conéultants; and the preparation of a detailed draft of cne of
the program elements by the Division has assured us that our

plans are consistent with its objectives.

)
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While administratively cumbersome and very time consum-
ing, we are convinced that our method of planning is essential
to the ultimate success of our proposed facilities and pro-
grams, We expect to continﬁe this approach in .a modified
form during the demonstration phase.

3. Planning for the Juvenile Justice Center

Early in the planning period the Escambia County
Commissioners, pursuant tq its regular selection procedures,
appointed the Pensacola architectural firm of Look and
Merrison to design the new Juvenile Justice Center. The firm
is well qualified, having planned various facilities for both
county and state corrections agencies in the past. By way of
preparation for its current assignment, it conferred with
LEAR's architectural cénsultant‘and reviewed voluminous ma-
terials on detention cénte:'design and construction prepared
by tﬁe University of Pénns&lVania undexr an‘LEAA grant.

"It was contemplated from the outset that there
would be close coordination between the design of the new de-
tention facility and the development of the facility's program-
matic eleménts. Similafly, planning the other elements of the
Center,lsuch as office space for counsefbrs, space for clerical
personnel and equipmeht, a squadroom for youth aide officers

and the like, required a meshing of construction design and




e
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e

program development. Initially, therefore, architectural ' . '}

planning was held up pending resolution of program needs. |

However, additional delays were encountered due to uncertain-
ties as to the Juvenile Justice Centes's location.
The Task Force and Juvenile Court Advisory Board both have

recommended that the Juvenile Center be included within a new

Pensacola/Escanmbia Governmental Center., Indeed, we expect

that the Juvenile Justice Center will be among the first
structures within this complex of public facilities to be

gerected, Selection of the Governmental Center's site, and ;

consequently that of the Juvenile Justice Center, however, oy

has invoiVed'eXtensive étﬁdy, public hearings and reviews of
possible alte;nati?e‘locatibﬁs. However, the Governmental
Center Authori?y now has approved the recommendations of its §
consultants and a site;Alocatéd in downtown Pensacola, has 4
- been agreed upon by both Escanmbia and Pensacola governments.
(A map of the final site developmernt pian is contained in

1' Appendix F.) ’ . g

At this time, the Committee on Site Selection is review-

ing the precise area within the Governmental Center which the
4
Ay /’;

Juvenile Justice Center will occupy. We expect approval by

this Committee and the necessary concurrence of thé State to 1
bl
|
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be reached shortly. Thereafter, the architect will be able
to complete'ﬁhe design development phase of the Juvenile
Justice Center. In the meantime, the Task Force's Finance
Committee has also been cooperating with Governmental Center
Authority in preparing to ﬁndertake the necessary legal steps
to purchase the site and to arrange financing. Both the City

and the County have set aside funds which may be used for this

purpose, In addition, privately developed funds may be available.

Severa} sources of federal‘assistance also are being explored.
'4. Locating Other Financial Assistance
When we submitted our application for planning

funds in March, 1971 to LEAA;'LEAA funds under Part C and Paxrt
E of Title I of the Omnibﬁs c£ime Control and Safe Streets Ac£
of 1968 were scheduled to belavailable to defray 75 percent of
the costs of the proéramé aeéigned‘under the planning grant as
well as those for construction of the much neéded Juvenile
Justice Center. Relevant LEAA guideiiﬁes as well as conversa-
tions with LEAA offiqials indicated that both because of the
program,we'ﬁere designing.and the fact‘that LEAA had advanced
funds to plan it, Escambia would receive a high priority re-

garding a follow-up application to LEAAwto implement the plans

-

made during the planning period.
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On January 13, 1972, the Law Enforcement Assistance Ad-~

ministration announced its decision to support large scale

comprehensive programs in eight majoxr cities.ii/ Although we

had anticipated some such announcement, having learned the

previous awtumn of LERA's decision to limit distribution of

¢
*
4

= = = = |
[ i {
| f ) | | | z

its discretionary funds to relatively numerous but small

grants in favor of some kind-of “massive impact" program,

Escambia's total ineligibility for LEAA discretionary funds f
was both surprising and highly disappointing. Moreover, last ’
fall we also learned of a further complication; namely, that
all éf Florida's Part E block grant funds for fiscal 1972 had

|
|
been provisionally committed and were thus not available to %
i

This sudden turn of events has caused us to aggressively !
pursue other federal agencies for ‘the program and construction

funds LEAA would have been sble to provide. In particular, we g

EEERRRNE

are exploring Title IV-2 of the Social Security Act, as amended

in 1967. Preliminary discussions with staff of the Division of

Escanbia. o
|
|
|

vouth Services Qere highly encouraging and it appears likely
tbat Escambia will-receive the first third party IV-A contract :
for sexvices related to detention and délinquency. Also, there 'x
is some likelihood that IV-A can be used to defray ‘construction l

. - H
costs. ’ *F
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Unfortunately, the timing is such that we will not know definitely
what can be funding under IV-A until after the submission of
this application to the Governor's Council on Griminal Justice.
Assuning we do receiye IV-A support, it is our hope to fund as
much of both construction and program costs as possibie undexr
Title IV-A and to utilize LEAA Part C blogck grant fﬁnds for
those iﬁéms which cannot be covered by IV-A. we anticipate,
however, that IV-A funding because of its many complexities,
will involve a good deal of negotiation and technical planning
and programming for as much as several months after the end of
the planning grant. | |

| D. Contributicn to Florida's System of Justice

We believe that the innovations we propose will

impfove the;administration of juvenile Jjustice in the Escambia/
Pensacola and santa Rosa region in the foliowing ways:

-~ Children will no longer be detained in either Escambia
or Santa Rosa jails, a current practice which is both
detrimental to their future rehabilitation and contrary
to the gpirit of the Juvenile Court law;

~ instead of its present minimal or negative impact on
the detain child's ultimate rehabilitation, detention
henceforth will be the starting pglnt for corrective
efforts which aée continued once the child is found to

be within the Court's jurisdicationy
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- instead of a limited number of unsatisfactory methods

by which to deﬁain youth, these new prégrams will pro-~
vide a series of alternative short-term placements
which either individually or in combination can be
matched against the child's individual needs for care
and custody;

The present minimally adequate social study processes
will be upgraded in the case of detained children t5
permit the collection of information based upon
systematic observation and testing of those children,
and thus, will contribute to sounder dispositi&ns of
their caéés;

the present physical separation of detained children

from the counselor staff will be eliminated, thereby

' facilitating daily contacts between staff and detained

children;
children, their parents and their attorneys will be
able to confer in privacy, a practice which is next

to impossible within the existing Juvenile Courthouse;

- Counselors no longer will waste time in travel between

the courthouse and detention, or in going to

ALY
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and from the courthouse and} their downtown offices; i
i - the working conditions of judges, counselors, bail- ik
! iffs and clerical staff will be i'mproved';" *
. - limiﬁed -staff rescur.ces will be supplementea through i::
. the employment of paraprofessional aides and a corps 1\
i of volunteers; S | | g
- staff skills will be upgi:aded through inservice train- | .’
! ing: |
m - the skills, facilities ?a_hd 'othexj‘ ‘résources of selected ('-
. a'g&.zncies‘ "in ‘the commun:.ty will be ‘taplped to supplement ‘
B those of the juvenil.é f}usﬁice s‘ys‘t'em-; l
N |
L |
|
l#
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II. PROGRAM COMPONENTS AND THEIR MEASURABLE OBJECTIVES

In this section, we outliﬁe-tﬁe facilities and progra&s
which we believe are of first priority in meeting the needs of
our juvenile justice system. Their objectives, including those
guantifiably measurable, afé also‘described.

In Part V, Resources, we discuss in detail the organi-
zational sét~up of the program. Several agencies, each with
administrative responsibility for one or more individual pro-
grams, will be involved. In addition, the Intergovernmental
Program Office will have special duties regarding the overall
operation of the program. Appendix H on page 200 summarizes
this discussion in diagrammatic form. This chart may help the
reader keep track of those various agencies, and the programs
for which they will be requnSible, és he takes up this part
of the application.

A, Juvenile Justicé Center

We believe that our juvenlle justice system can be
better administered and our effectiveness in preventing and
controlling delinguency improved if we centralize our juvenile
justice agencies. We propese, therefore, to house these
gryencles within é single structure, or.éomplex of aajoining
i.uildings, to be known as the Escambia-Pen;écola Juvenile
Justice~Centéf. As previously discussed, this Center'for
Juvenile Justice will be a part of a néw Governmental Center
located in dbwntown Pensacola.'_A Law Enforcement Center,

ndult Corrections Center, Justice Building and various other
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local, State and Federal buildings, together with the Juvenile
Justice Center, will comprise the Governmental Center.
Although architectural plans are still being drawn, we
expect that the Juvenile Justice Center will contain two
principal -sections. One will be a court and service area;

the other a place of detention. The detention facility will

replace Youth Harbor. It also will obviate the need to confine

juveniles in edither the Pensacola or Escambia jails. Child~
ren arrested in Santa Rosa who require secure detention will
be held in that County's jail only long enough to arrange
transportation to the new facilities in our Juvénile Justice
Center.
1. The Courthouée and Service Area

The Court and sexvice area are expected to contain
the following facilities: Hearing room; judges' chambers;
offices for the court's clerk, his staff and their files,
eguipment and the like; Division of Youth Services' intake
and probation counselors' office; Protective Services Unit
of the State Division of Family Service; conference and train-
ing room; waiting rocm, interview rooms for children, their
parents and attorneys; offices for the court's bailiffs;
sgquad room for Sheriff and Police youth aid officers; space for
janitors and their supplies; office supply room; rest room;
cooling and heating plant, and so forthf As indicated above,

Ve

the architect has only recently been able to start working out

the details of the Juvenile Justice Center.
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2. The Detention Center
The detention center will have a maximum ca-

pacity of 30 youngsters, but will be so designed as to mini-
mize the cost of enlarging the facility's qapacity to a
maximum of 50 if this becomes necessary in the future.
Effort will be made to avoid the appearance of a jail, both in-
side and out. So far as péssible, we will draw upon the tech-
nology which has permitted certain modern mental hospitals to
achieve built-in security yet be attractive and avoid a
feeling of not being confined.

Each c¢child will have his own private bedroom. Shower and
toilet facilities also will be designed to offer privacy.
In addition, the facility's walls and ceilings will be painted
with colors which research indicate are cheerful and pleasing
to people in confined spaces. So far as practical doors and
windows will make use of security glass instead of bars or
steel mesh.

The educational and evaluation portion of the detention
center will consist of +wo classrooms, approximately 25 by 30

feet. There will be ten carroll-like work stations built

along the walls in one room. These work stations will in
effect be a simple division of a continuous work bench run-
ning along two walls.

Each work station will be fitted with lights, electrical

outlets, peg boards for hanging tools, instruments, etc.

A chalk board will be on one wall. A large table, or two small

tables, will be located in the center of the room.

S
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The second room will have work benches along two walls

with good lighting and electiical outlets spaced along walls
each

above/work bench. These work benches will be heavily constructed

in order to support a couple of small motors. One section of
the work bench will have a.built in sink to be used for washing
hands, tools, etc. There will be a heavily constructed table
that can be used for workiﬁg leather or other such activity.

All activities in the evaluation-educational areas are in-
tended to be co~educational. The toilet facilitiés,}therefore,
will be constructed with this in mind. Thére may be a toilet in
each classroom-but designated for either boy or girl if the two
classrooms are joined.

There will be ample storage space in each classroom of a
secure nature in which to store tools and materials. All
tools and instrument storage space will be constructed so
that security checks can be made rapidly.

There will be a gymnasium large enocugh to conduct half-
court basketball, volleyball, table tennis, and similar
sports. We also will have an outdoor recreation area. The
dining room probably will be serviced by the Center's own
kitchen. However, economies of scale will be achieved by
making use of a laundry serving both the detention centexr and
the new adult corrections facility to be located nearby.

In addition to office space and quarters for live-in
staff there will be a clinic in which a physician's assis=

tant or nurse will be in attendance. .

© L m———

A T ——r .



EENEE o L ot Belrdicin

—d]

3. Objectives
Construction of the Juvenile Justice Center will ‘i
accomplish the general goal of enhancing the dignity with

which the juvenile justice system is administered. It also i

will tend to increase the efficiency of that system by eli-
minating staff time lost in unproductive activities, such as é;
travel. Aand it will provide a protective environment in which
to house delinguent children in need of secure custody pending “i
disposition of their cases. Measurable objectives of the ‘
Center include the following: . il
= reduction in the éverég@ daily population of child~
ren held in jail in Escambia/Pensacola from about |
12 to zero;
- reduction in the maxmum duration of detention in
the Santa Rosa Jall from several weeks to four
hours;

- reduction in the number of escapes from detention

from approximately a dozen per year to zero;

!
:

- reduction in the average daily population of Youth

Harbor from about 40 to zero;

f

i
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~ increase in the number of contacts between de- I

tained children and their Intake, Probation or

Aftercare Counselors from an average cf two per §

week to five each week; -

~ increase in the hours of privacy available to de-

# .
. -?
i o
5 LR . o
|
i

tained children from an average of zero per day ]

to nine per day;

.
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- increase in the number of offices in which chiléren, b
parents and attorneys can confer in'piivacy—from h
zero to two or three; -

- reduction in counselor time spent in travel to and %
from their offices and detention from an‘avetége _ g

of 80 minutes per week to 10 minutes per ﬁeek, for

each counselor responsible for a detained juvenile;

- reduction in detention staff time spent in trans-

; E E . .

porting children from a place of detention to court,

hospital, clinic or other facility from an average

of 35 hours a week to five hours each week.

B. Detention Program 4
The new detention center not only will provide secure : W

custody; it will also be designed to create an atmosphere which,

so far as is possible in an institutional setting, contributes

S T e

to the youths' rehabilitation. This new program also will

. :

take account of the fact that while the relative brevity of
EEN detention makes ldng-term treatment impractical, most detained

children are placed on probation, committed to an institution

or otherwise retained under Juvenile Court jurisdiction.
Therefore it will attempt to facilitate the dispositional

decision-making and to integrate its treatment with the ‘ f

-

programs into which the children eventually are placed.

l. The Evaluation and Education Component

)

TE

The detained youngsters will engage in a range ?
of activities under the direction of specially trained corps

of educational evaluators. Participation in such activities ¢
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not only will enhance the children's academic and vocational

skills; it also will permit staff to observe and evaluate

their ability to function in a variety of interpersonal, voca-

tional and academic areas. The activities which'will take

- basic electricity: This will include bell wiring,

changing plugs on toasters and irons, safety features re-

garding electricity around the house, renewing wire on small

[
AN
“ place in this process of evaluation and education are:

- “ = ) s B

applicances, changing switches, etc.

- basic home plumbing: }How.toAchange'washers, repair

small pipe leaks, care of plumbing systems, repairing and/or

cleaning traps, etc. ) v k

general courtesy in use of a telephone, making a direct L

dial telephone call, telephone abuse. Taking messages for :

L m ~ telephone answering and use: How to answer a telephone,

someone, etc.

~ alphabetical filing: The general format of the activ- Bt
' ‘ |
ity will be to teach the alphabet and its use in general ’

filing.

t

‘ ' - art and ceramics: There will be face style drawing,

color mixing, and use of colors in painting. The ceramics : L

pR——
o T T

will include a potters wheel, free style ceramics, use of
molds, and glazing, as well as firing pottery.

- typing: Two typewriters to be used primarily in finger
dexterity, motor and cognitive activitigﬁ, as well as op- }
portunity to attempt to use a typewriter. ' .

- basic mechanics: The basic skills in understanding how

a motor works, and the proper use of various tools in repairing

a motor.
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-~ horticulture and flower arranging: This activity will
include potting  indoor plants for decorative purposes in
the building, care of arranging outdoor plants, as well as
learning some of the basic skills in making floral arrange-
ments.
- leather work: This will involve working with kits or the
beating of designs on hidg for purses, belts, etc.
- freé readiné: There will be ample supply of materials,
paper-back books,'eéc., for free reading activities.
basic education: Simple Teaching machines, to be utilized
in detafmihg levels Qf reading, math, etc.

These activities will aid staff evaluate the youngsters
in the following areas of behavior:

-~ fine motor skillé

- gross motor skills

-~ ability to follow oral instruction

- ability to follow written instruction

- attention and/or concentration span or meaningful

ability to work alone

ability to work with one or more persons

level of basic educational skillse

general ability to adapt .
In general, each child will be allowed to select the
activity or activities which hold the greatest interest.

However, staff will assure themselves that the children

f



e

w@w;ﬁ:ﬂ;:{. el Yl g

feg

45

become involved with enough activities to sample cognitive,
motor, ana personality variables which may be of value in
the overall rehabilitatizn of the child.

Staff will evaluate the children's functioning in each
of the activities by using'a revised form of the 0ld Tower
Scale. Beggs Center staffjbelieve this modification, which
was developed and validated at Beggs, to be superior to
the original scale for use with the population of students
attending Beggs. In addition, each child held for a week or
moxe will be tested for academic achievement, vocational ap-
titudes and personality development using nationally standard-
ized scales. Children found to be mentally retarded or
unstable will be referred to personnel of the Community Mental
Health Center for-additional testing; kThe Mental Health
Center will provide this service at no cost to the detention
senter.) Finally, any exceptional behavior noted by the
detention center's custocdial and administrative staff will
be included in the report and recommendations prepared on
each child.

The educational evaluators will consolidate the in-~
formation obtained on each child into an evaluation repoft.
Evaluation reports will avoid the usual recitation of diag-
nostic labels,\I.Q. scores and similar abstractions of marginal
use to practitioners. Instead, they wﬁ;l summarize the
child's needs, strengths and areas of vocational interest
and will offer speciéic and concrete suggestiéns as to what
the child's school can do to modify his anti-social behaviox

and improve his academic performance.
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If the child is returned to his regular school, one of j
Beggs Center's Liaison~Teachers will go to the school with

the results of the study and discuss the findings with the

child's teacher and school counselor. If the school per-
sonnel feel they have exhausted their resources or if there is
a feeling of giving up or hostility toward the child, other
educational arrangements will be made, through the Court if {5
necessary.

If the child is placed in the Probation Enrichmené Program i
and assigned to Beggs, the information obtained in the Center
will become part of the Beggs Center evaluation of the child.

The information developed in the center plus a record of %
each child's academic activities will be sent to the approp-
riate training school for those children who are committed
by the court.

2, Staff

k¢
_
e e ks e am . ! . - - .
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Overall responsibility for the administration of
7 the detention center and the welfare of the youth detained in
| | , ks vl it will be lodged in the Director of the Escambia Department
| of Child Services. The Center's Superintendent, who will

; L i . have day~to-day responsibility for the Center, is the pre-

i “ ' . sent Superintendent of Youth Harbor. He has had many years J
A Wh experience operating detention facilities. He has amply dem-
onstrated that he possesses not only the administrative

skills needed to run such an institution efficiently, but also

the wisdom, humor, fondness of children and tact ﬁecessary to
do so in a humane manner. He will be assisted by staff re- }r
!,Q :

cruited from the personnel currently operating Youth Harbor.

bn R g
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This staff will provide around the clock supervision and care.
?hgy will be requnsible fqr insuring that the children's
phyéical needs are met, and that the facility is properly
maintained.

in addition to the administrative and custodial staff,
there will be either a nurge or physician's assistant who
will staff the detention center's clinic on a daily basis.

As already indicated, the Community Mental Health Center will
provide consultation on a regular basis to those child;en be~
lieved to be mentally abnormal. In addition, the Mental
Health Center staff will provide consultation to the deten-
tion center's custodial personnel.

The Escambia School Board will be admiristratively re-
sponsible for the educational and evaluation components of
the detention Center's program, through the Beggs Educational
Center. These individuals will be selected on the bésis of
their background, education, and ability to work with child-
ren in an educational setting. They will have the minimum
regquirements to obtain a Florida teaching certificate. The
evaluators also will have an industrial arts background with
broad interests and abilities as well as being imaginative
and creative. Above all, they will be very stable, warm
individuals who enjoy working with and being closely asso-
cliated with problem children.

The educational evaluators will bevbacked up by two re-

gular teachers at the Beggs Bducational Center. The two

Beggs teachers will be trained to work in the detention center
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as educational evaluators. They regularly will alternate from
time to time with the evaluators working in the center.
Periodic teaching at Beggs will enable the evaluators to

avoid the intellectual and professional stultification likely
to result from permanently'working at the detention center in
isolation from other teachers. It also will limit a possible
tendency to over-identify with the detention center. The

two Beggs teachers, in addition, will substitute for the

educational evaluators in cases of illness or other emer-

~gencies, and thus minimize the possible disruption in the de-

tention cpnter's program caused by their absence.
3. Objectives
The overall objectives of the new detention program

are to protect the physical welfare of those children who
must be detained, to provide them with interesting and con-
structive activities, and to observe, test and evaluate them
as means to recommending methods for improving their behavioral
and academic performance. .

With 90 days following the introduction of the new deten~
tion program, its measurable objectives will include:

- increasing from zero to eight the number of dif-
ferent types of activities in terms of which de-
tained children, held seven days or more, are
observed and evaluated on the basis of a stan-

W

dardized scale or scales;
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~ increasing from 25 percent to 100 percent the
proportion of cases in which information de-

veloped during the pre-—disposition study is com-

municated to the detained children's school, where

such children are of school age and are placed on

probation, or to the appropriate agency in the '

case of children who are committed to institutions; -

C. Supervised Activities Center

Examination of the profiles of children being de=-

tained under current procedures indicated that while a sub-

stantial proportion did not require the maximum custody of
secure detention neither could they safely be turned over to
their parent's custody pending their r;turn to court.
Such youngsters might be placed in their parents' care,
however, provided they were kept occuplied in constructive,
supervised activities during the daytime and early evenings, .-
including week=-ends. Their parents, who might be working g
during the day, would be expected to see that they stayed out
of trouble at night and that they appeared in qourt_vhgp
notified. '

1. The Program o ' %

The Beggs Educational Center will conduct a |

Supervised Activities Centat for this txpe of youngéter.
Overall administrative responsibility therefore will be .
lodged in the Escambia School Board. The Division of Youth

Services, however, will have responsibility for the custodial

aspects of the program. The Intake Department will assign
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such children to the Supervised Activities Center in lieu

of detention. B3 maximum of 20 children will be assigned to . 1

the Center at one time. However, priority will be given to i

admitting juveniles who otherwise probably will be detained.
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Parents of children assigned to the Center will be re-~

e ad SN
-

sponsible for making sure that their child arrives at the

Center between 7:00 and 8:45 a.m., Transportation will be

R T I SR S A ey

provided for children whose parents cannot bring them. The

child will participate in the Beugs Center program as a regu}

lar student. However, he will remain at the Center afte;'the ,ﬂ

normal school day ends at 3:00 p.m. and will take part in ad-

P
I

~

ditional educational and recreational activities until 7:00

!
|
1

» p.m. Parents will be encouraged to pick up their children E
J e at that time oxr to otherwise arrange for their prompt return o ]

home, If the parents cannot afford to transport their child,

.

the Center will deliver him to his home. In these cases,

- N e

ey e parents will be expected to be home to receive thelr youngster

Para

‘ when he is dropped off.
. A child assigned to the Supervised Activities Center will

T

T first be referred to Beggs' Learning Center where he will be

. g \ 2
| | given a battery of diagnostic tests. These tests will assess Sy
. & |

the child's academic ﬁerformance levels and behavioral skills. 3

u
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If space is available, he will be admitted to a vocational
training course of his choice. 1If space is not available,
he will be assigned temporarily to programsin which there is
space and his name placed og a waiting list for admission
to his preferred course. Because of the brief period most
children will attend the center, it may not be possible to
admit all of them to their first priority courses.

Shortly after a child enters the Supervised Activities
Center, the Beggs Review Committee will meet to study all
available information pertaining to him. The Juvenile Court
Counselor responsible for his case will participate in this
discussion. The Review Committee will draw upon ﬁﬁe Fesults
of the Learning Center's diagnostic tests, the developmental
and social history which a Beggs' liaison~teacher will have
ocbtained as a result of visiting his home, his performance
in his regular school, and any additional information the
Court Counselor may have, such as referrals to the Court,
previous behayior while on probation, peer 'group relation-
ships and the like.

The Review Committee will prepare an evaluation report

o

on the basis of this information. This report will summarize

the child's needs and strengths. It will suggest both academic

and behavorial objectives for the child and recommend a program

t
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by which the child can be assisted to meet these objectives.

If the court dismisses the case, places the child on

probation or otherwise enables him to continue in his own

school, a Beggs liaison teacher will discuss the recommenda-

tions with the child's teacher and school counselor. If the
liaison teacher finds that the child's school is unwilling

or unable to cooperate in helping him, the liaison teacher

will attempt to work out another, more suitable academic

placement, with the court's assistance if necessary. In all (f
‘cases in which the child is placed on probation, he will co-
operate with the child's probation counselor in obtaining a W

satisfactory placement.

J

|

|

If the court places the child on probation and assigns ft

him to the Probation Enrichment Program, the evaluation repoxrt

will become that program's initial assessment of the child. w

In the case of those children whom the court commits to a 1
training school, copies of their evaluation reports will be

forwarded to the institutions to which the children are sent.

.
[
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|

From 3:00 p.m., to 7:00 p;m.hon wegkdays, and from 8:45
a.m. to 7:00 p.m. on weekends, the children will not attend
i [

their regular vocational courses. Instead, they will partici- a

e pate in various kinds of recreation, such as basketball, or
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vbiley ball. They also will be assigned to the Learning

ﬂﬁﬂ Center for remedial work, to group counselling (which will lJ
“ meet twice weekly) to free study, or to a hobby program,
| I depending upon their in-ﬁivn‘idual needs.
“ 2. Staff (
“ Two educational evaluators will be assigned to ‘
» this program. puring the mornings and early aftern;ons while y,
“ the children are in their regular classes, the evaluators will
“ be planning their activities‘between 3:00 and 7:00 p.m., and
: on the weekends. They aléo will make sure that the youngsters ‘
o - are fitting into their classes satisfactorily and will assist f{‘
i the regular Beggs staff if any difficulties arise. Quring ti'xe |
| ' afternoons, evenings and weekends, they will supervise the -
: \ oo
. T children in their activities. The educational evaluators will »
| ikr";» § work on staggered shifts to insure coverage during all hours '3
the Supervised Activitizs Center is in operat@on. .j 3i“;
— The educational evaluators will have the same . ; i
| i - qualificatiops. as thg .e};yya}]».’u;a_gtq;:s assigned to the detentioz"x;;;‘,,' i
%ﬂ - | - ~¢entér?. R . fJA'E e 'ii . ‘_.;qu . 5
& , One liaison teacher will work with the educational
& ._ ' evaluators. He will facilitate the Act\;vities Center's assess-
..... . ment of the children bl, visiting their homes and schools to
% .'E“ - |
i - ..




learn their social development and to discover as much as
possible about the nature and source of their problems. Tha

liaison teacher also familiarizes the child's parents and his

regular school with.the Center's evaluation. He attempts to
stimulate constructive responses by parents and school to the
child. In appropriate cases he may act as the child's advo-~
cate in obtaining court-sanctioned changes in his environ-
ment. The liaison teacher will mobilize appropriate community

resources, if available, to help reduce or eliminate problems

in the children's family situations. Catholic Charities, the
COmmunitf Mental Health Center, and the Salvation Army are

among the agencies which may be called; The liaison teacher
has the same qualifications as a visiting teacher in‘the Es-

cambia school system.

3. Objectives
The Supervised Activities Center will permit up

A to 20 children per day to avoid the dangerous or inimical con-

. ‘]I ditions associated with detention in jail and Youth Barbor as
%‘ o well as the potentially destructive consequences of confine- -
L .[ ,‘I ment in the new detention center. At the same time, such
." ‘l children will remain under adequate supervision pending theix
) court appearance. It 'will provide them with constyuctive
._ - activities in a community setting. It also will develop for
.
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the court and other agencies responsible for the children's

treatment evaluations and recommendations for corrective in~

vt S o

tervention which are based upon far more extensive testing

and observation than is presently possible.

3

Measurable chjectives of the Supervised Activities Cen-
ter, applicable within 90 days of its inception, are:
~ to provide a program of nonsecure, communitbeased
detention for up to 20 young people per day in lieu

of detention in either Youth Harbor or jail;

- to increase from zero to eight the number of different
types of activities in terms of which children assigned

.to the Center, held seven days or more, are observed

e e b e

and evaluated on the basis of a standardized scale,

”@E b iﬁ N "HM‘—. l

or scales;

i

to increase from 25 percent to 100 percent the pro-

H

portion of cases in which information developed during

-

|

'« o the pre—dispositioh study is communicated to the de-

tained children's school, where such children are qﬁ

|

L R school age and are placed on probation, or to the ap-

J-

propriate agency in the case of children committed to

< " o
l ‘ institutions;

- to improve the skills of the majority of children as-

signed to the Center, as demonstrated by 75 percent
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of all children attending seven or more days being

able to score at least 85 percent on appropriate per-

formance or written tests; 3
- to limit the abscondance rate of children in the pro-

gram to an average of five percent or less; and

- to maintain children in the Center at approximatély

50 percent of the cost of maintaining them in the new

detention facility. ' ' ¥

D. Group Custody Centars

A substantial proportion of the children presently g
placed in Youth Harbor is detained primarily because the , jf
!
children's owh aomes affoxrd insufficiegt supervision, or are
likely to neglect or abuse them pending their return to court. §
These juveniles do not reguire the maximum custody qf the new %4
detention center. And because the Supervised Activities Cen- %

ter functions only during the daytime and early evenings and, g

therefore, presupposes suitable parental care at night, it, too, ¥

by itself is an inappropriate placement. | 'W

A second group of children presently being detained
also does not require secure physical cgftody. These young
people are runaways.

v

Pansacola and Escambia tend to attract substantial

numbers of youngsters who have left hohe, usually without

e et s,
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parental permission or even knowledge, and who have no ade-~
gquate means of caring for themselves. They are from oOlt~of«
county and frequently even from out-of-state. Generally
speaking, such children are not a substantial risk to the
community, but often are a serious danger to themselves.
Their legal status may be that of a child in need of super-
vision or as a person charged with a minor delinquency. It
is in their interest as well as Escambia's that they be re~-
turned to their own jurisdiction for appropriate remedial
assistance rather than to have our county seek to rehabilitate
them.

Pending the location and arrival of their baren;s% or an
appropriaﬁe official of their home jurisdiction, they need to
be detained in sufficiently close custody to insure their a-
vailability when their parents or local official arrives to
take them home. At the same time, because such youngsters
ére more vagabond than delinquent, it would be both an in-
justice and danger to them to confine them with the relatively

sophisticated delinquent youth to be held in the new detention

facility.
Vo

We propose to develop two Group Custody Centers as non-
secure, community-based detention facilities for both types

of child. One such Center will be for boys:; the other will

i A A MR a5
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house girls,

1. The Program

Bach Center will be located in a leased private

residence which has been renovated to meet all fire, sani-
tation and related code reqﬁirements. As indicated, boys

will be placed in one center and girls in the other, up to

a maximum of 15 in either facility. Both centers will accept

children on a 24-hour basis, seven days a week, in accordance

with the policies and procedures established by the Escambia
County Director of Child Services in cooperation with ap-‘
propriate representatives of the Florida Division of Youth
Services.

So far as possible, every child assigned to a
Group Custody Center will continue to attend classes of his
regular school if he is of school age, or will continue on
his job if he 1s beyond the age of mandato;y attendance and
is working under conditions which are‘consistent with his
welfare. If such arrangements are not feasible, the child
may be enrolled in an appropriate school located near his
Group Custody Center or he may be simulténeously assigned
to the Supervised Activities Center at g%ggs. Children

who cannot attend school or the Activities Center, “and who

are not employed, may be enrolled in other appropriate pfo—
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grams available’in the community, such as those conducted

by the Community Mental Eealth Centex. The remaining child~
ren--~those who cannot attend schooi, do not have a job and

for whom no agency placement is suitable or available--will

be supervised by their Groﬁp Custody Center's staff. During
the hours equivalent to the school day, they may be helped with
their studies; taught simple househoid skills such as basic
cooking, carpentry, or plumbing; given instruction in personal
grooming, hygiene and health care; encouraged to start learn-
ing a musicall instrument; or similar activities.

Evening activities will be restricted to indoor program-
ing and/or supervised outside activities as deemed appropriate
for the individual child. " Volunteer tutors will be available
and a supervised study period will be required for children
attending school. Aalthough the budget of the Group Custody
Center will not provide individual allowanées or funds for
outside entertainment, such entertainment will be made avail-
able on‘a voluntary basis when possible. Each Custody Center
will be equipped with a radio, television set, and a supply
of various Qrbup games appropriate to £h;‘t;en ;nd pke—teehége
groups. The ceﬁters will also maintaigwsmall libraries com-
piled through voluntgry contributions. 1In additioh, as will

be described in a subsequent section, an Intake Coordinator
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will conduct group counseling sessions several days each

week either in the evenings or late afternoon. The Community
Mental Health Center also will detail staff as needed to pro-
vide individual and group céunseling.

The Custody Center will attempt to help its runaway resi-
dents identify the pressures and problems which ma} have pré—
cipitated their abscondance and which may deter them £from
wanting to return home. Youngsters will be helped to sort
out the alternatives open to them, and to examine these pos-
sible courses of action realistically. Because, however, the
average young person's stay will be brief--perhaps only two
to three days in some cases--emphasis will be placed on help-
ing them deal with their immediate crises rather than coée
with underlying, deep-seated problems.

As soon as possible after being admitted to the Centgéiﬂ
youngsters will be given a medical checkup at the Count?!
Health Clinic and treated if neede@. In addition,;béééuse

many runaway teenagers have legitimate grievances with their

[

parents and schools and because theiiﬁfighté.may be in jeopardy,
a roster of volunteer attorneys;will;be'available to offer legal

- . L ; '.;" oo o
counsel. Most, if not all such youth, are drug users. Counsel-

ing sessions, so far as it is useful and practical -to do so,

will focus on this problem.
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Children will be released to their parents or custody
of a relative or offigial with the approval of the Juvenile
Court. Parents will be encouraged to confer with the Centexr's
staff before leaving with ﬁheir child. The purpose of these
conferences will be to attempt to work out a plan of actiaﬁ
which will carry forward the Center's preliminary efforts to‘
help the child cﬁpe realistically with the pressures which
caused him to abandon his home.

Children who seriously disrupt the Group Custody Center
or who attempt to run away will be transferred to the new
detention facility.

2. Staff
The Group Custody Center will be part of the Es-
cambia County Department of Child Services. The Director of
that unit of government, therefore, will be responsible for
their administration.
The Director for Child Services will recfuit,
hire and supervise the Group Custody Center staff. For each

centar, there will be a resident superintendeht, two group

supervisers, a part time relief group superviser, and a

cook. In addition, the Copmunity Mental Health Center will

provide a part time social worker.

2 resident superintendent may be single or married.
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If single, he will be of the same sex as the children assigned
to the facility. The superintendent (and his spouse) will live
in the center full time. With respect to his qualificaéions,

a college education will bé preferable, but not essential.
Previous experience in caring for not only troubled child-

ren, but also children in trouble with the law is highly de-
sirable. He will have a valid driver's license. In addition,
the superintendent (and his spouse, if married) must have the

following characteristics:

A capacity to tolerate and understand é wide range of

aggressive and demanding behavior on the part of children.

- An ability to give of himself emotionally and mentally
without demanding a warm response from the children.

- An understanding of poverty and its impact on peoples
lives.,

- A willingness to confer with professional staff in de-

scribing and evaluating behavior, and to cooperate in

an overall plan for the child which supports the efforts

of other staff.

-~ A sense of constructive "mission" in helping children

that carries them over the daiffidult days.

The resident superintendent is responsible for creating an
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P
e



\

-63~

atmosphere within the center which is favorable to the healthy

growth and development of each child. His specific duties in-

m clude the following:

i

Be responsible for the overall operation of the Center
including the purchase of food, clothing, household
supplies, etc.

- Accept youngsters into the center on a 24-hour basis,

L Qe R e

7 days a week in accordance with the admitting policies

and procedures of the Intake Department of the Juvenile

L Court.

- Supervise visitation in the Center as provided for in

policies and programs.

- Insﬁre that the children adhere to the center's daily
routine of getting up, getting washed and dressed, go-
ring off.to school or other appropriate activity, going

to bed, and so forth.

- Plan the program activities for the children.

- Report to the intake counselor in writing any complaints

the center.

~ Give to the counselor a brief written evaluation of

-

any child who has remained in the Home five-days or

ii serious enough to warrant early removal of a child from
longer.,
|
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- Arrange for medical, dental and other clinic appoint=-

ments, and arrange transportation when necessary.

At all times the super;ntendent or one of the group super-
visors must be at the center or have arranged a qualified sub-~
stitute if absolutely necesgary. The superintendent has the
ultimate responsibility for the center and must assure 24-hour
coverage.

The group supervisors will be hired by the Director of

the Department of Child Services. They should have experience
in working with children. They should have the same personality
qualifications as the resident superintendent in that they will

be understanding and able to cope with difficult children, and

be interested in preparing a program which will be helpful to
them.
s The group supervisors need not live in the center. How-

ever, they will supervise the center's residents in the absence

or in the off hours of the resident director. In addition,

e — they will assist the superintendent in planning and supervising

PO

. the center's evening activities.

The cook will have experience in cooking for groups of

3 i
‘!M —_— a dozen or so. He or she will be able to follow written as

well as oral instructions, and will possess a valid health

card issued bv the Florida State Board of Health. Like othex
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staff, the cook will understand and enjoy working with child-
ren, The center's resident superintendent will hire the cook.
The social worker, assigned by the Community Mental Health
Center, will act as a consﬁltant to the center's staff, helping
them with difficult cases and upgrading their skills. He also
will work directly with some of the children. He will be highly
trained and experienced in counseling young people.
Volunteers, such as attorneys and tutors will assist the
program as needed and as they are available.
3. Objectives
The primary goal is.to protect children who other-
wise would be detained from the damaging influences of incar-
ceration in secure detention. At the same time, these non-
se;ure detention programs seek to avoid serious risk either to
the éommunity or to the‘children themselves. An additional ob- -
jective is to minimizing the disruption to the child's noégal
life so far as possible.
The measurable objectives are:
- Within one month of opening, to care for 15 children
per day in each facility in liep of detention in Youth
Harbor or jailj; e

- to achieve an average abscondance rate of two percent

or less;
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- to enable 50 percent or more of the children to continue

going to their regular school while residing at a center,

excluding out-of-county runaways;

E. Individual Residential Custody

Our study of the children currently being placed at
Youth Harbor identified a small number who not only require a
minimum level of security, but who may require more personal
attention‘and'emotional support than is possible in a Group
Custody CeAter. Such youngsters most often are Children In
Need of Supervision although some may be charged with delin-
quent acts. Most are*lO to 12 years of age. Their own homes
afford little or no supervision and care or may be actively
dangerous to their well being. As a result, aﬁd due to the
current absence of alternative placements, the court is com=-
pelled to detain such children at Youth Harbor pending dis-
position of their cases.

A more suitable method for temporarily caring for
this type of child is to place him in a short term substitute
home. We have designated this application of surrogate care

"Individual Residential Custody" to disfinguish it from the

traditional concept of long~term care of dependent or neglected

children by foster parents. For the same purpose of clarity,

we designate the parents in these homes as "householders"
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instead of foster parents,
1. The Program

The Directox of the Escambia Department of child
Services will administer tﬁe Individual Residential Custody
program. His assistant, the Coordinator of Community Services,
will provide day~to-day supervision of this program. The Coordin-
ator will recruit and maintain a roster of ten substitute homes.
The parents in these homes will be prepared to fare for and
supervise youngstexrs assigned by the Iﬁtake section. No more
than one child will be placed in a home at one time, except in
exceptional circumstances (e.g., siblings) and as specifically
agreed to by the householder. In addition, families will not
be compelled to accept children with whom they feel they‘can~
not get along. |

Only individuals judged to be exceptionally mature
and stable, and capable of giving troubled children love, ac-
ceptance and moral guidance will be recruited. Attention al-
so will be paid to recruiting persons with special skills or
experience (such as having raised their own retarded or emo-.
tionally disturbed child) needed by.this program.

The surrogate parents wili%be expected to treat

their tenmporary chilé}en much as they would their own: to
i
care for and supervise the child while'he is at home, make

T
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sure that he attends school--whichmay be his regular school,
another to which he is temporarily transferred pending dis-
position of - his case or the Supervised Activities Center at
Beggs; take him to a public‘health oxr dental clinic if neces~
sary; and provide him with an atmosphere of affection, accép—
tance and discipline which will contribute to his rehabilita%
tion.

The householder parents will not be expected to be on duty
24 hours a day. However, they will be required to arrange for
substitute supervision of the child if they go out for the
evening. The parents will kéep a brief written account of
the child's activities, which they will turn over to the In-
take Counselor on the child's departure. They also will call
Intake immediately concerning any discipline problem which
might necessitate the child's removal tu a more secure place
of detention.

The Coordinator of Community Services will provide the
surrogate family with professional guidance. This will in-
c¢lude both an initial orientation to the program and periodic
consultation thereafter. In addition, the parents will attend
an inservice training program for all staff working with de-
tained children.‘as will be described subsequently.s

In return for their services, householders will be paid
$5.00 per child per day. They will be reimbursed for travel

costs, clothing and other legitimate miscellaneous expenses.
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2. ©Sstaff ; -

Persons who provide Individual Residential Cus-

tody homes will be recruitea from both low and middle income

levels and from both whife.and black populations. They also
will be recruited in accordance with their ability to cope ef-
fectively with children with special problems, such as emotion-
al disturbance, mental retardation, physical disabilities, be-

havior problems and the like. One-parent homes may be salected

< e

to care for older children. At least one adult in each home
will have a valid driver's license.

In addition to special qualiiications, all adults

in the family will have the following attributes:

- a capacity ko tolerate and understand a wide range of

aggressive and demanding behavior on the par of children; .

- a capacity éo give of themselves emotionally and mentally
without expecting a warm response from these children;

- a willingness to confer with professional staff in
describing and evaluating behavior, and to cooperate
in a plan for the child which supports the efforts of
other staff;

~ a sense of constructive mission ?% helping children.

The speéific duties of the householde? include:

~ creating an atmosphere within the home which will fostex
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the well-being and beginning of rehabilitation of the

child;

- supervising the daily activities of the child: making

sure he gets to school or the Supervised Activities
program; and promotfng physical and recreational

activity;

- kXeeping in contact with the professional staff regarding

changes in the child's situation:

- maintaining written records on the child to help pro-
fessional staff evaluate and diagnose him dﬁriﬁg his
stay in the home; |

- attending training sessions;

¢

- supervising any visits by parents, relatives, or siblings

consistent with rules established by the Department of

Child Services; and

~ transporting the children as necessary.

The Coordinator of Community Services will recruit the

householders, assist in planning their orientation and training,
and coordinate their participation in such training. He also

will act as a liaison between the Division of Youth Services'

L

counselors and householders to insure that good communications

are maintained. He will inspect and supervise the homes to
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make sure that the interests of the children are well pro-
tected. He will process voucﬁers for payment submitted by
the householders. He also will supervise expenditures for
clothing, travel and misceilaneous costs.
3. Objectives
The aim of this program is to eliminate the neces-
sity of detaining children who cannot be returned home, yet
who can safely be held temporarily in a minimum security set-
ting; to ptomote the rehabilitation of such children by placing
them in a constructive home-like atmosphere with as little dis-"!
ruption to their daily lives as is possible under the circum-
stances; and to achieve these results at costs far below those
of detention.
Measurable objectives of this program are:
- within 90 days of its start, to care for up to four
children at one time, or a maximum of ten children
per month, in Individual Residential Custody in lieu
of placement in Youth Harbor or jail:
~ to enable up to 75% of the children placed in Individual
Residential Custody to continue to attend their regular
school; “
-~ to achieve an abscondance rate of five percent or lower;
- to 6perate at a cost per child day which is approximately

33 1/3 percent that of the new detention center.
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F. Intensive Community Monitoring

Our investigation indicated that a small proportion
of children presently béing detained have families which are
reasonably intact and are ﬁgth willing and capable of provid-
ing at least some sgpervisibn, and who are either in school or
holding a job. However, this type of child has a recoxrd of
truancy, has failed to keep appointments at the court, associates
with other juveniles known to engage repeatedly in acts of de~
linguency, or otherwise behaves in such a mahner as to suggest
that he constitutes some danger to the community or to himself
before returning to court.

We believe that children with these charactgristics
should be placed in their parents' custody provided, however,
they also receive supervision over and above that which their
parents offer. Not only do they not constitute a serious riék
either to themselves or the community, but also their parents
are willing to accept'respcnsibility for them, Instead of in-
tervening between the c¢hild and his parent, the state should
suppoxrt the parent's resolve to discharge their duties and aid
them in doing so to the extent necessary.

We propose, therefore, a progrg% by which children with

the characteristics just described can remain in their parents'’

custody. The program, "Intensive Community Monitoring", consists
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of supplementary supervision and support rendered by para-
professional aides.
1. The Prograﬁ

Children charéed with either delingquent acts oxr as
being Children In Need of Supervision may be placed in the In-
tensive Community Monitoring program. A child admitted to the
program will be returned to this parents' custody pending the
disposition of his case. 1In addition, however, and as a con-
dition of his return home, he and his parents will agree to
accept specified controls and guidance administered by a de-
tention aide. The controls will establish reasonable minimum
standards of behavior for the child, such as attending school
or work, complying with the law, being at home afterlcertain
hours, femaining in the county unless specifically permitted
to leave, and the like. Parents and child also must agree to
cooperate with the child's detention aide.

The detention aide will keep close tabs on the
child during the 10-~14 days tge child is waiting to return
to court. He will contact the youngster's school or pldce
of employment from time to time to learn if he arrived and
is performing according to the minimum §tandards expected of

him. He will visit the child's home for the same purposes.

He also may contact the youngster on the street corner, play~-
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ground, beach or wherever else he frequents after school
and on weekends, Similarly, if the child is simﬁltaneously
assigned to the Supervised Activities Center, he will wisit
or telephohe the Beggs staff. He will assist the Intake
Counselor in compiling information concerning his supervisors.
The aide will not have the professional background of a
counselor nor will he attempt to do casework with either the
child or his parents. He will, however, have substantial

practical experience in working with young people and will be

familiar with the problems of growing up, including the accep-

tance of discipline. He also will understand the problems of
the parent, teacher or employer confroﬂted by an unruly, un-
reliable or otherwise difficult young person. This gackground
will enable the detention aide to offer practical advice to
the child, his parents or teacher and, thus, prepare the way
for more intensive assistance by the juvenile's counselor.
Children who do not respond w;ll.to these temporary con-
trols, and who appear to Dbe getting into more'trouble,‘will
be transferred to a program of greater custody, such as the
Group Residential Center, the Supervis;d Activities Center,
or possibly even the new detention facifity. -

Initially, there will be two detention aides.- This num-

ber may be increased, however, provided the program is effec-

tive and more children are referred to it.
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Each detention aide will have a caseload of no more than
twelve children. The aides will attend orientation and in-

service training as is described elsewhere in this applica-

l tion.
m 2.. Staff

i) The program will be administered by the Depart-
m ment of Child Services. The Director of that unit will re-
v cruit and supervise the two detention aides. The aides may
be of either sex. They need not have é high school‘ﬁiploma,
but must be able to write well enough to prepare brief’reperts

e on their cases. They will have a valid Florida driver's per-
oo mit,
The aides must have had substantial practical ex-
- perience working with young people, particularly those who are
in trouble with the law. They themselves may have a delinquéncy
record or have been arrested for a law violation, but have sub~-
i@ﬁ;w* sequently demonstrated a commitment to lawful behavior. Al-
,lll though the aides may come f£rom circumstances of extieme po-
| verty, they will be neither scornful of those who remain poor
;;v ]II nor over-~identified with their plight. They will relate well
to all types of persons, including coungélors, school teachérs

and other professiona&s with whom they may be working.

The aides duties will include:
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- checking with the child and his parents to make sure that

they fully understand the conditions ﬁnder which he is .

i
allowed to remain in his home and that they are pre-
pared to cooperate Qith them;

- coritacting the child from time to time to find out what
problems he is encountering and to provide suggestions
for dealing with them; -

- contacting the child's teachers, school guidance coun~
selor, parents, employers or friends and peers to ascex-
tain whether he is complying with the conditions of his
release agreement;

- preparation of a brief written report summariging the
child's behavior during this predisposition period and
other information pertinent to his disposition, which
s turned in to the Intake Counselor.

- participation in an initial orientation session and

thereafter in pericdic inservice training sessions.
3. Objectives
Intensive Community Monitoring attempts to enable

juveniles deemed to constitute some risk of being a danger to

.
L

themselves or the community 'o remain in their parents' custody

pending disposition of their case at minimal risk éither to

themselvas oo the community.
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The program's measurable objectives are:

-~ within 90 days of initiation, to place up to 20 children
at one time in their parents' custody in lieu of deten-
tion in Youth Harboé or jail;

'~ to enable 85 perxcent of the children placed in the pro-
gram to continue attendance at their regular school ox
‘place of employment;

- to achieve an abscondance from home rate which is no
higher than two percent; and

~ to operate at a cost per child day which is approximately
10 percent that ¢f the new detention center,

G. Intake

As will be discussed in greater detail in a subsequent
section of this proposal, one of the first tasks of éhe action
project Wili be to develop detailed procedures regarding the ad-
mission, and release, of children placed in the new detention
programs.

The Division of Youth Services Intake department will
take the lead in formulating these procedures. However, it
will work cooperatively with the agencies responsible for ad-
ministering each of the nonsecure progr:%s——the Escambia Board
of Education and the:ﬁscambia Department of Child Services--

as well as with the Juvenile Court judges. 1In addition, the
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Intergovernmental Program Office will provide overall coordin-~
ation.

One problem which will have to be contended with in de-
signing admission critexia ;s the need to counteract the
probability that the prograﬁs will be overused., The experience
of other jurisdictions which have acquired new resources sug-
gests that they tend to be employed not only for those types
of youngsters who in the past were detained, but also to
hold a portion of thke children who were sent home. While
it is possible to justify this practice (for example, a
subcategory of the class of children returned to their par-
ents' custody may in fact constitute a risk to the commun-
ity or themselves) it also‘creates two serious difficulties:
one is that the programs will be filled up with youngsters
marginally in need of such controls and, therefore, becoﬁe
unavailable to those juveniles who really require supple-
mentary supervision; the other is that purents and children
will be needlessly deprived of their rights.

In the cours; of our planning project, we developed a

checklist of Standards for Differential Custody Pending
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Adjudication oxr Disposition (see Appendix D). This checklist
will be a starting point for develcrwing admisgion criteria

which limits the use of the new programs to youngsters realis-
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tically in need of them.

The new procedures also will have to take account of a
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related danger, namely that the urgency to expedite the pro-
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cessing of children held in jail or even Youth Harbor may be

vitiated by a sense that extended participation in these new

nonsecure programs is either somehow “good" for the children
or at least is not harmful to them. The Division of Youth
Services is much concerned by this problem. One method

for reduc%ng the risk of over long detention which the Division

expects to employ will be to assign to one of its staff the

task of monitoring the status of every detained child. The
Division will supply the Intake Monitor at nb cost to the pro-
gram.

S The Intake Monitor will keep track of the number of con-
_ - taots which the intake staff make with the children assigned
e Lhem and will review their progress in assembling their
soclial studies., He may lend a hand if an intake\counselor

i falling behind., Delays which he regards as unjustifiable
o will be brought to the attention of the director of intake.

o In addition, the Monitor may conduct short-term group counseling
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sessions both as a method of initiating a treatment process
which will be carried on if the child is placed on probation, b
and as a techniqgue for eliciting information useful in detex-

\ i
mining the plan of treatment. Q%

goratiosnl instruction and supplementary services as an

b e,
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Measurable objectives of the Intake procedures ares
« to limit the holding of children in both nonsecufe and ;?
secure detention fagilities or programs to a period rea-~ »%
sonably necessary to effect disposition, as demonstrated

by a maximum detention of 14 days for 80 percent or more

of the population of detained children:;

~ to insure that only children actually requiring detention

are in fact detained in eithexr nonsecure or secure fa-

cilities or programs, as demonstrated by the fact that

UV VY

no child will be detained who does not meet approved

standards for detention as determined by monthly re-

views of all cases detained during the proceeding 30

e i B & 57 e e i w5

days, such review to be conducted jointly by representa- E?
tives of the Intergovernmental Program Office, the Ju-
venile Court judiciary, the Division of Youth Services

and the Public Defendex's Office.

Wi

1., Probation Enrivhment

The Beggs Educational Center will operate 'a program
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adjunct ﬁo probation. Like the Supervised Activities Center.
previously described, the Probation Enrichment project will
constitute an adaptation of the basic Beggs Center program.
To avoid redundancy, this éection will omit or minimize de~

scription of those features of Probation Enrichment which re-

~semble those elements of the Beggs system which were previous-

-

ly discussed in connection with the Supervised Activities Cen-
ter. It will, however, outline the bhasic programmatic ele-
ments of the Beggs Center; ags well as indicate how we expect
Probation Enrichment to £it into the Beggs' system.
L. The Program

As its title suggests, Probation Enrichment will
be targeted at children on probation instead of those being de~:
tained pending disposition, These children will be assigned to
the Beggs Educational Center as a condition of their probation.

The Beggs Center offers its students a choice of
courses in approximately 30 different vocational areas. Each
course consists of two parts: vocational training and academic
instruction. Th; two educational processes are closely meshed,
thus, enhancing for the student an awareness of the interrela-
tionships and relevance of each one to the other. Not only are

the vocational shops and academic classrooms located side by

side, but more significantly, the curriculum of manual skills

g N
R

.
o

R

L s e g



"

e e

o T e i

explicitly stresses the application of academic knowledge

to vocational topics., Similarly, reading, writing, arithmatic
aindd similar acadenmic subjects are largely taught in terms of
thely application to the practicalities of a given trade.

Staff continuously experiments with curricula, often in

1
I
i
i
N
- response to student suggestions. In addition, faculty together
with each student work out a progression of goals by which to
- measure the student's progress. Incorporated in “contracts",
- Lhese goals also help the student to acquire insight into his
abilities and problems and encourage the development of real%s—
tic aspirations., The battery of diagnostic tests administered

wiea the student first enters Beggs initiates this process of

sell discovery. It is followed up by the preparation of an

educational program, including specisal tutoring, geared to each
st dents ' individual needs, .
The Begys Bducational Center differs from many other voca-

: 101 programs in its emphasis upon inducing constructive

; 5 in the student's environment, as well as in the student
By ‘1, Begys' staff aggressively seek job placements for
o+ pohunbes; it attempts to induce in the teachers in the
T 4 fram which the studeni has transferred and to which

seafilly van returny a more tolerant attitude, a greater

._ | s wi ohis strengths and needs, and an improved capacity
--'v -
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to help him; it tries to remedy problems at home which under-.
nine his abilities as a student; and it mobilizes other com-
munity resources such as Catholic Charitiesg, Escambia Residence,
and the Community Mental Héalth Center, to assgist the child.
The Probation Enrichment program will anﬁble the Begys
Educational Center to accept up to 20 probationers at one
time. Bach entering probationer will be processed in approxi~
mately the same fashion as a child admitted to the Supervised
Activities Center. He will be assigned to a vocational area
of his choice immediately if possible and as soon theréafter
as an opening occurs; he will be extensively tested at Beggs'
Learning Center; an educational program geared to hig special
needs, including special tutoring if necessary, will be designed
by the Beggs Review Committee; a liaison teacher will visit his
home to obtain a developmental and social history and to iden-
tify factors in the child's family situation appearing to con-
tribute to his behavioral or academic difficulties; and if
agmnci;s to cope with such factors are available in the com-
aunity, the liaison teacher will seek their assistance., In
contrast with the Supervised Activities Center, however, - the
probation Enrichment program will operﬁ@e on the same schedule
as the regular Beggs.benter program., That is, it will run

from 8:45 a.,m. to 3:00 p.m., Monday through Friday.
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‘

After the probationer has been in the program for six to.
eight weeks, the team of teachers, counselors and curriculum
developers to which he is assigned will review the child's pro~
gress toward his initial éoéls and set up additionali intermediate
and long-range goals.

Beggs staff will periodically re-evaluate each probation-
er's progress, both academic and behavioral. It will report
these evaluations to the children's probation counselors in
writing and will discuss them with the counselors. Chronic
failure to comply with Beggs Center's rules ox instances of
serious misbehavior will result in the probationer being re-
turned to c¢ourt with a recommendation that his probation be
ravoked,

Probationers who respond well to the Enriched Probation pro-

gram may be returned to their own school, if indicated, and regu:;

lar probation continued for a reasonable period. Continued suc-
cess may result in the child being released from probation.

In some cases, however, the probationer's own school may be

so hostile toward his return as to seriously jeopardize his
ability to succeed. In others, in which the c¢hild is placed bhack
in his school, new problems may crop upoahich also handicap his
chances, In either situations, the liaison teacher and the
probation counselor will work together to arrange a new place-

ment, This may mean that the child returns to Beggs or that
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he transfers to anothexr regular school which presents less
difficulty for him. The ¢hild's probation will be terminated
as soon as he demonstrates that he no longer requires its con-
trols.
2. staff

Two counselor-teachexs, and a liaison tefcher will
be added to the Beggs Center staff to operate this program.
The coﬁnselor~teachers will augment the regular Beggs Center
teaching staff, while ths liaison teacher will conduct home
visits,‘Qork with other schools and mobilize community re-
sources.

The counselor-teachers will have the same qualifi-
cations as the educational evaluators assigned to the Supervised
Activities Center. The liaison teacher's qualifications are

those of a visiting teacher in the Escafbia school system.

IR

3. Objectives

|
|
{

The purpose of this program is to improve the tar-.

}5 fb get population's capacity to succeed academically in school,

to aveoid disciplinaxy problems at school and home, and to re-
ST main out of trouble with the law. Measurable objectives are:

_— war
]ll ~ to improve behavior in school, as demonstrated by an
e average of 25.percent reduction in disciplirary reports

received by probationers during one year's participa-

» ’ - tion in the program: A .
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i ey e




-86-

-~ to improve academic skills, as demonstrated by an aver=
age of 20 percent improvement in grades received by pro-
bationers during one year's participation in the program;

- to improve attendanc;e at school, as demonstrated by a

reduction in the probationers' days absent by an average

h

n

n

i

| |

i | |

‘f”‘ of 30 percent over the prior year;

m - to improve self confidence, as demonstrated by an average
m of 40 pexcent increase in the probationers' self-evalua-
m tion scores during one year's participation in the pro-
i gram; and

ol

~ to reduce recidivism, as demonstrated by an average of

30 percent fewer returns to court by probationers after

participating in the program for six months, as compared

RSO with a control group. -

e e 1. Volunteer Service )
Qur research indicates that there is a need to expand,
amplify and diversify services for young people in trouble with
— the law. As previously discussed, we propose to meet this need
‘ in part through the use of paraprofessionals, as in the case of
the staff of the Group Custody Centers, Individual Residentiial

W
Custody and Intensive Community Monitoring programs. In ad-

|

dition, we are confident that the Escambia Communii:.y offers a
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potentially invaluable reservoir of relevant skills and dedi-
cated concern through the voluntary contributions of its
citizens. This section discusses how we intend to mobilize,
enmploy and administer a cadre of volunteers in our juvenile
justice system.

1. The Program

Exaﬁination of the Juvenile Court system in Escambia

suggests that volunteers can be profitably employed in virtually
every functional segment of the system. More specifically, it
is likely that beneficial roles can be developed for volunteers
within intake, detention, probation, the hea:ing process, and
parcole. Delinquency prevention and law enforcement alsp appear
to offer opportunities for volunteer services, but as yet we
have not explored these possibilities in detail. In adéition,
of course, the Juvenile Court and Youth Harbor currently are
importantly assisted by the efforts of its voluntary Citizens
Advisory Board.

We are presently in the process of identifying roles
for volunteers., This process will continue during the
remaining months of our planning project and will be completed
during the early séage of the implementation program. Our
efforts to date have identified a wide range of service gaps—-

that is, desirable activities which either are not being

P s

ST




LR

P e iid

R S

M
.|I i I

LTI T e T

T

~88~

performed at all or are being inadquately performed, due to a
lack of qualified personnel. We also havé begun to examine
functions which though satisfactorily implemented are being
pexrformed by persons who a£e over-qualified, or whose skillg
could be more efficiently used if employed on other tasks.
An assortment of diverse, useful joﬁs for volunteers is be~
ginning to emerge as a result of this two-pronged aﬁalysis.

We expect that volunteers can be used in three basic
areas: professional services, non-professional services and
administ;ative and clerical services. The first two categories
of volunteer aid focus on, though are not limited to, services
involving person-to-person contact, and are differentiated
from each other by the level of skills required of the volun~
teer. Administrative and clerical services, on the other hand
emphasize working with ideas and things rather than people,
although, of course, dealing with people also usually is in-
volved.

Professional services which we expect to recruit volunteers
to perform include the following:

- Law. Many families that come in contact with the Juvenile

Court are in need of an attorney's assistance, ﬁot only
from the stanéboint of the childfs involvement with the

law, but from the standpoint of the family as a unit,

[
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A local attorney serving as a volunteer in this area .
could G40 much to stabilize ﬁha family unit, and thus,
create a better home situation for children.

- Medicine. Numerous~children that come into contact
with the court are suffering from medical disorders
needing immediate attention. Unfortunately, it some-
times takes considerable time to have these children 1@
seen by a local community agency. If a phyéician were
readily available for consultation purposes, it would
assist countless families.

- Financial Management. Most families referred to the

court are economically distressed. For many, this
situation is aggravated Dby their own inabilities to
manage their financial affairs. Consultation on debt

management, budgeting, shopping practices and the like

\

would help to reduce their financial problems and there-

-

by contribute to a more stable home for their children. ,i

- Job Development and Employment Counseling. Most families s
coming to the Juvenile Court are handicapped by marginal,
sporadic and deadend employment. For the young people

Bl | R

with delinquency records the problem is exacerbated.
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