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In October, 1973 Governor Dolph Briscoe issued an 
Executive Order calling for "a comprehensive study 
to inventory existing facilities and services and to 
recommend ways and means of upgrading the serv­
ices of Texas State Government ttl youth in the 
broadest and most comprehensive 'manner-early 
development, education, carl' and rehabilitation of 
troubled and disadvantaged youth." As part of this 
comprehensive study ordered by Governor Briscoe, 
the Texas Youth Council and the Criminal Justice 
Division of the Governor's Office co-sponsored a 
project to develop a master plan for juvenile correc­
tions in Texas. 

During 1974-75, a three-volume report was produced 
by the consulting firm of Carkhuff Associates, Inc. 
and was reviewed by an advisory council of citizens 
and professionals. Nominees to the advisory council 
were submitted by members of the Texas Youth 
Council board. Formal appoinhnents wert;' made by 
Mr. Ron Jackson, Ext'cutin' Director of the Texas 
Youth COllncil and bv Mr. Robert C. Flowers, Execu­
tive Director of the Criminal Justice Division, Office 
of the Governor. 

The complete three-volume report, entitled Te:w" 
Master Plall for Youth Developmellt Scruices, is avail­
able through the co-sponsoring agencies. The present 
volume is a summary of major recommendations 
contained in the complete report. 

The views and recommendations presented in this 
report do not necessarily represent those of ,my 
agency. This effort was funded by the La,,, Enforce­
ment Assistance Administration, U.S. Department of 
Justice, under Discretionary Grant Number 74-ED-
06-0005. 
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Overview: 
~Juvenile Justice and the 
Texas Youth Council 

The total population of Texas in 1970 was 11,196,-
730. TI1is figure is expected to rise to 12,700,000 by the 
end of 1975. According to the 1970 census, children 
under 18 years of age comprise 35% of the Texas 
population. TI1e people of Texas consider their chil­
dren to be the Slate's most precious resource. There 
is a clear public mandate to meet the needs of youth 
und to promote the development of youth resources. 

Euch year more than 50,000 Texas youth are 
arrested and referred to juvenile authorities because 
of delinquent behavior. About 50% of these referred 
juveniles are assigned (either formally or informally) 
to probation supervision. Probation services are 
available in more than 85% of Texas counties, with 
the average yearly case-load standing at approxi- .. ,. 
mately 60 youth per probation officer. As might be 
c;(pected, arrest rates, index crime rates and referral 
rates tend to be higher in urban areas than in rural 
areas. Only a very small percentage of delinquent 
youth are removed from their communities to be 
institutionalized; and this percentage has been de­
creasing since 1970. 

The Texas Youth Council (TYC) was organized in 
1957 and was intended to serve as the State agency 
with primary responsibility for the prevention of 
juvenile delinquency and for the rehabilitation of 
dl'linquents. A ten-year plan was adopted and was 
implemented during the next decade. Since its imple­
mentation, this plan had experienced no busk 
manges despite the fact that far-reaching changes in 
juvenile corrections had taken place in Texas and in 
Ihl' nation as a whole. 

Changes did take place in TYC and in youth serv­
icc!! after May, 1973. In the late spring of that year, 
the Texas Legislature passed a new Family Code 
which modified the conditions under which youth 
~~(luld be committed to TYe. The Legislature also 
passed a law declaring all 18-year-olds to be anults, 
thus serving to release them from the jurisdiction of 
the Youth Council. At the same time that the 
Legislature was acting, Governor Briscoe issued 
Ex~cutive Order #9 which, in part, cited Ita critical 
need in the State of Texas to upgrade the quality 
of correctional care and rehabilitative services for 
Texas youth, and to coordinate their delivery to the 
persons in need. /I 

TYC also became involved in a major lawsuit in 
the Federal Distl'ict Court in Tyler, Texas, where it 
was alleged that TYC had not effectively discharged 
its responsibility to prevent juvenile crime and re­
habilitate delinquent youth. Rather, the court con­
cluded, TYC was pursuing a policy of punitive rather 
than rehabilitative treatment which was having a 
negative effect in terms of juvenile crime rates and 
rates of recidivism. The court also emphasized its 
finding that TYC had not kept abreast of new direc­
tions in juvenile corrections and social reform. 

In September of 1973 the new leadeI;:.l1ip of TYC, 
recognizing that the Council was in crisis and wish­
ing to upgrade its services to youth, initiated pro-

-'-ceedlng;s with the Criminal Justice Councii that cul­
minated in a proposal for a state-wide evaluation 
leading to the development of a Master Plan for Juve­
nile Correctional Services. TI1e desire of all parties 
involved was to move systematically toward human­
istic and effective ends. 
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It was in this context that the services of Carkhuff 
Associates were retained to develop the proposed 
Master Plan. 
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General Approach 
to the Master Plan 

During the initial development of the Texas 
project, the consulting firm was guided by a number 
of key questions: 
• Most fU Il dam en tally, what are tlze criHmllleeds of delill­
qUell! youth and depelldwt and neglected youth? 

• What are the needs of the persollnel who are respo11sible 
fat providing services to rielillqlll?11t youth and dependent 
and lleglected youth? 

• Call tIlt? State assllme tlznt tJle lomi communities are able 
to cope with tlze challenges posed by increasing delin­
t]uwcy WitllOlIt any outside Jzelp? 

• Should tlze State extend its efforts bl?ljOlld rehabilitatioll to 
prevention ill order to meet the needs of youtlz at an 
earlier stage? 

.. What role should tlze Texas Youtlz Coullcil contillue tv 
have cOllcemillg depmde/lt a/ld neglected you til? 

.. If a partnership is to be established between tlze State and 
localullits of government, what form SllOUld this partller­
ship take? 

It is significant that, as the order of these questions 
reflects, the firm saw its first priority as the gathering 
and evaluation of data related directly to the recipients 
of youth services in Texas. Thus, it was dear from the 
beginning that the delivery of services to youth was 
to be more important than the automatic and arbi­
h'ary preservation of existing programs and estab­
lished systems. 

The Master Plan for Youth Development Services 
was developed in three phases. Initially, a compre­
hensive needs assessment was conducted in order to 
determine the levels of functioning of youth, adults 
and programs and facilities in private homes, com­
munity agencies, community-based treatment cen­
ters and institutions. Over 1,450 youth were inven­
toried on demographic characteristics, attitudes and 
interests, self-reports and levels of specific living, 
learning and working skills (for example, getting 
along with others, solving problems, learning to 
learn, career planning, etc.). In addition, over 1,750 
agency staff and parents were inventoried on, among 
other things, their ability to deliver specific living, 
learning and working skills to youth. Additional data 
were gathered from more than 60 communities 
throughout Texas as well as from all the major State 
agencies concerned with youth services. 
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Having established an extensive data base through 
its needs assessment, the firm entered the second 
phase of development. This phase involved the 
formulation of major goals and specific recommenda­
tions which a comprehensive plan for youth develop­
ment services would need to encompass. These goals 
and recommendations were discussed in detail by the 
Advisory Council to the Master Plan and revised in 
accordance with this Council's suggestions. The third 
and final phase of development involved designing 
the detailed implementation plans and schedules 
required for the achievement of the established goals. 
Here, the firm was able to pinpoint both the quantity 
and quality of proj~~cted outcomes at each step of 
program implementation. 

Assess needs. Establish goals and recommenda­
tions. Design implementation plans. These are the 
three phases of the development of the Texas Master 
Plan which are highlighted on the following pages. 
Given that the original Master Plan ran to three 
volumes and about 1,400 pages, only an outline of 
major points can be provided here. For more details, 
the reader is referred to the full-length Master Plan 
and appendices available from the Governor's Crimi­
nal Justice Division in Austin, Texas. 
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Diversion 
Programs 
Needs Assessment 

Texas Juvenile Court statistics indicated that 45% 
of arrested youth were receiving no services and were 
not participating in any rehabilitative programs. The 
percentage was Significantly higher for youth ar~ 
rested for minor felonies or misdemeanors and for 
youth detained as runaways or h'uants, Further, the 
average re-arrest rate for all delinquent youth was 
about 50%. Additional evidence showed that ar­
rested youth had developed far fewer living, learning 
and working skills than either non-delinquent or out­
standing YOllth. For example, the delinquent youth 
had greater difficulty in understanding and respond­
ing to the problems of their peers; in school they 
were behind not only in terms of grade level and 
basic skills but also in terms of self-confidence and 
the development of functional learning strategies; 
finally, they lacked the infOlmation about alternatives 
which is a prerequisit(' to effective planning of recrea­
tional and w('rk activities. 

The data collected and evaluated bv Carkhuff 
Associates also indicated that a large percentage of 
juvenile delinquents were experiencing family prob­
lems and parental conflicts. Given an opportunity to 
express themselves, most parents of delinquents 
indicated a need for more effective ways of relating 
to their children. Previous evidence had demon­
strated that parents who had been systematically 
h'ained in relating, decision-making; teaching and 
planning skills became far more effective in helping 
their children to develop their own resourceR in con­
structive, non-delinquent ways, By the same token, 
comparative statistics showed that staff personnel 
trained in specific helping skills were two to three 
times lr.ore effective in reducing recidivism than un­
trained personnel. 

Finally, Texas Juvenile Court statistics showed that 
the rate of increase in delinquency was Significantly 
higher than the rate of increase in the overall juve­
nile population. This fact, coupled with tlle evidence 
outlined above, led to the establishment of tlle first 
major goal of the plan. 

GOAL 
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Goal Number One 
To establish Youth Resource Development Diversion Programs in the 
communities of Texas. 

Recommendations 
There was a total of ten specific recommendations 

related to the above goal. These included recom­
mendations that: 
• diversion services be offered to youth who were 

arrested for minor felonies, misdemeanors, truancy 
and runaway, who were between 10 and 18 years of 
age, who demonstrated a cooperative attitude and 
whose patents were willing to have them partici­
pate. 

• diversion programs deliver to participating youth 
specific and functional skills in the areas of living, 
learning and working; 

• volunteering parents and all Youth Resource 
Development agents be trained in the various skills 
needed in order to work effectively with delinquent 
youth. 
Additional recommendations focused on the 

organization, funding and implementation of these 
diversion programs. It was also recommended that 
diversion services be extended to pre\entative work 
with pre-delinquent youth as Soon as the effective­
ness of the diversion services was established. 
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Implementation 

Specific plans were designed to develop 350 per­
sonnel to service 35,000 vouth and their families. In 
general, the treatment pi'ogram provides six months 
of group skills-training and individual follow-up to 
participating youth. Training and follow-up were 
both designed to focus on the development and utili­
zation of skills involved in getting along with self and 
with others-including skills which would allow 
better handling of situations which did or could lead 
to arrest. In addition, the program involves training 
diverted youth in the skills they need to function 
more effectively in educational settings and to plan 
recreational and work activities. The program also 
provides for the h'aining which parents need to sup­
port the growth and development of their children. 

Based upon the tecommendation of the Master 
Plan Advisory Council, diversion programs should 
be locally administered, whenever possible. 
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State Homes 

Needs Assessment 

A considerable amount of data was collected and 
evaluated concerning the needs of dependent and 
neglected children in Texas. It vvas learned that, while 
about 95% of the children admitted to State Homes 
had at least one living parent, almost two-thirds of 
these children were not residing with their own 
parents at the time of admission. There was also evi­
dence which shmved that most children do not ex­
perience large group environments-like the State 
Homes-as real "homes." 

Additional data indicated that, as a group, the chil­
dren residing in State Homes were functioning well 
below the physical, emotional and intellectual levels 
demonstrated by both non-delinquent and outstand­
ing youth residing in the general community. In the 
area of learning, for example, the median school 
grade placement for children admitted to State 
Homes was at a level commensurate with community 
children two full years younger than the admittees. 
Moreover, the programs offered by the State Homes 
were not on a par with programs offered to youth 
at the outstanding Texas Youth Council training 
school nor with those programs offered in outstand­
ing community agencies and community homes. 

Further assessment data indicated that the majority 
of staff members at State Homes were functioning 
below the levels of relationship-building, problem 
solving, life planning and teaching skills necessary 
to develop the phYSical, emotional and intellectual 
resources of the youth placed in their care. In addi-; 
tion, the fact that over 60% of the admissions to 
State Homes represented children returning from 
temporary home placernents indicated quite clearly 
that the parents of these children were in need of 
substantive training in specific parenting skills. 

All of the evidence gathered in these related areas 
led to the establishment of the second goal of the 
plan. 

13 



~30al Number Two 
To establish a comprehensive Youth Resource Development Program at the 
State Homes for dependent and neglected children. 

Recommendations 
Eleven specific recommendations were made 

concerning the program for dependent and neglected 
children. Among these were recommendations that: 
• the staff of the State Homes be trained in the spe­

cific skills needed to implement effective develop­
mental programs. 

• State Homes work in conjunction with community 
agencies to develop services and specific training 
programs for parents of admitted youthi 

• State Homes upgrade the level of emotional, intel­
lectual and physical programs offered to the chil­
dren committed to their care; 

• community-based foster care facilities such as indi­
vidual homes, group homes and contracted resi­
dential centers be developed as viable alternatives 
to large-group State Homes. 
The othel' recommendations dealt with the con­

tinued utilization of State Homes when all other 
placement alternatives were exhausted, the reduction 
in the total number of State Homes to three and 
matters of funding, implementation and self-regula­
tory monitoring. 
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Implementation 
The steps to be taken toward this second goal 

included staff training, piloting and extending youth 
training programs for State Home children, develop­
ing an alternative foster care placement program in 
conjunction with the Waco State Home, implement­
ing a parent development program and conducting a 
needs assessment involving cooperative efforts of the 
Texas Youth Council, the Deparh11ent of Public 
Welfare and the juvenile courts. Implementation of 
all of the firm's 11 recommendations would result in 
substantially ina'eased services to dependent and 
neglected children. The functional levels of physical, 
emotional and intellectual capability which these chil­
dren subsequently achieved would serVe as measur­
able and meaningful outcomes. 



Probation 
Assistance 

Needs Assessment 
Data collected and evaluated in the area of proba­

tion services showed that youth on probation had 
developed fewer living, learning and working skills 
than non-delinquent or outstanding youth. In par­
ticular, youth on probation were found to relate less 
effectively with themselves and others, to demon­
strate a lower quantity and quality of learning skills 
and to be significantly less effective in planning recre­
ational and work activities. 

It was also found tha t, while court recidivism rates 
across Texas ranged from 20% to 40%, the rearrest 
recidivism rate of youth on probation tended to be 
significantly higher. Additional evidence indicated 
that increased skills, especially in the areas of relat­
ing and planning, led to reduced rates of delin­
quency. 

Further study showed that county probation offi­
cers did not have the levels of living, learning and 
working skills necessary to deliver the desired emo­
tional, intellectual and physical outcomes to proba­
tionary youth and their parents. The evidence indi­
cated that systematic skills h'aining could equip 
personnel with the helping, training and program 
development skills they needed in order to provide 
effective programs for both Y0l..ltl1 and parents. 

Additional facts were gathered concerning the 
condition of youth placed on probation. It was 
learned that approximately 5% of all YOl..lthful proba­
tioners need special diagnostic and treatment services 
yet, generally, no more than 2.5% of probationers 
were receiving such services. 

The evidence gathered on juvenile probation-of 
which the above is only a representative sampling­
prompted the establishment of a third specific goal. 

- .. _._-------------
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Goal Number Three 
To establish a Youth Resource Development intervention program in 
conjunction with each county juvenile probation department. 

Recommendations 
Eleven specific recommendations were made 

related to probation assistance. These included rec­
ommendations that: 
.. a comprehensive skills-development program be 

required for all youth on probation and be offered 
to all youth on informal adjustment; 

• the probation program consist of systematic skills 
training to develop the intellectual, emotional and 
physical resources of youth and to reduce the rate 
of crime and you thful recidivism in the community; 

• the Texas Youth Council provide training specialists 
to conduct comprehensive skills training programs 
for all county probation departments that wish to 
participa te; 

• a component of a computer-based constant feed­
back system be developed to provide probation 
depa,rtments with data concerning their OWn effec­
tiveness and efficiency; 

• the Texas Youth Council provide incentives for 
county probation departments to participate in the 
training program and constant feedback system by 
granting a direct subSidy to each participating 
department. 
Other recommendations focused on the need for 

skills-training programs for parents, on the use by 
probation departments of neighborhood facilities like 
schools and churches and on the necessity of aug­
menting existing funds for the purchase of non­
residential diagnostic and treatment services for 
probationers with special needs. 

17 

Implementation 
Carkhuff Associates outlined a complete imple­

mentation schedule for its recommendations in this 
area. Consideration was given to the choice of a site 
for a model program, to the piloting of this model 
program and to the gradual extension of the proba~ 
tion program as more county departments volunteer 
to participate. Again, program administration would 
be handled at the local level. 

The implementation of all 11 recommendations in 
this area was linked to specific outcomes. Probation­
based programs would be offered to approximately 
30,000 youth and their parents. Probationers' in­
creases in liVing, learning and working skills would 
be treated as measurable outcomes, as would their 
increased school attendance and achievemen t. At the 
same time, there would be significant reductions in 
both the rate of recidivism among probationers and 
the rate of juvenile crime. 
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Community 
Assistance 

Needs Assessment 
In gathering and evaluating additional data con­

cerning delinquent youth in Texas, it was determined 
that about 5(Yo of aU youth on probation were unable 
to live at home because their parents were unwilling 
or unable to care for them anc1Jor because they 
needed a more sh'uctured environment in \vhich to 
function, When consulted by interviewers, probation 
departments across the state indicated an urgent 
need for adequate residential placement facilities for 
probationers, Officials in Harris County, for example, 
indicated that placements could not be arranged for 
40% of those probationary youth who needed them. 

Careful study of existing foster care and other resi­
dential facilities showed considerable fluctuation in 
the quality (;:)f both the facilities themselves and the 
services and programs'()ffered to delinquent youth. 
These fluctuations seemed closely linked to both run­
aways and youthful recidivism. In addition, most of 
the personnel staffing residential facilities agreed that 
the funds provided by probation and welfare depart­
ments were not sufficient to deliver full services to 
participating youth. 

Further information was gathered related to the 
geographic dish'ibution of both juvenile crime and 
residential treatment facilities. Over 50% of the delin­
quency problems and the majority of existing resi­
dential facilities were found to exist in major metro­
politan areas. Approximately 10% of juvenile cases 
were found to exist in the El Paso and Valley regions, 
however, which are a considerable distance from the 
nearest Texas Youth Council facilities. 

All of the information which the finn gathered 
concerning delinquent youth and existing residential 
facilities led to the formulation of a fourth specific 
goal. 

GOAL 
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Goal Number Four 
To establish a community assistance system whereby county probation 
departments can purchase foster care and other residential services for 
youth on probation and local communities can develop projects particular 
to their own unique needs. 

Recommend ations 
A total of 12 specific recommendations were devel­

oped related to the goal of achieving a viable commu­
nity assistance system. Included here were individual 
reconunendations that: 
• the Texas Youth Council subsidize the purchase of 

foster care and other residential services for young 
people on probation who cannot live effectively in 
their own homes; 

• the Texas Youth Council provide the h'aining spe­
cialists required to bring foster care and other 
residential facilities-including the personnel, the 
programs and the environments-to minimal 
standards necessaty for the development of youth 
resources; 

• the Texas Youth Council establish a direct grant 
program in response to unique youth service needs 
as they are determined by juvenile justice authori­
ties within individual communities; 

• 85% of all funds appropriated for the Community 
Assistance program be designated for use by indi­
vidual counties or population centers whose total 
population exceeds 50,000 as of the most recent 
census; 

• <.ll~ornponent of a computer-based constant feed­
back system be reqUired to give the foster care and 
residential facilities, the probation departments and 
t1w Texas Youth Council data on the effectiveness 
and efficiency of the services purcl1ased as well as 
on the specific functioning of funded community 
projects. 
Other recommendations dealt with the extension 

of residential services to non-metropolitan areas and 
with details related to funding the Community 
Assistance program. 
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Implementation 
The implementation schedule focuses on the 

identification and development of potential facilities, 
the establishment of minimum standards, the train­
ing of foster patents and staff, the handling of grants 
and contractual services and the gradual extension of 
the Community Assistance Program to include all 
parts of the state. 

Action taken on all 12 recommendations would 
lead to significant increases in the number of ade­
quate foster care and other residential facilities, the 
number of probationers placed in these facilities, and 
the level of skills which these probationers develop 
in the areas of rela ting to others, learning more effec­
tively, solving their own problems and planning their 
own lives constructively. At the same time, action on 
all 12 recommendations would lead to a decrease in 
the rate of rearrests and cotlrt appearances of youth 
in residential facilities. Finally, the annual cost per 
child placed in community-based residential facilities 
would be below that for the placement of a child in 
an existing state facility. 

-C-. 



Intensive 
Program 

Needs Assessment 

The statewide needs assessment revealed that 
there was a severe shortage of resident:al treatment 
programs in local communities. Moreover, a signifi­
cant portion of youth were not benefitting from the 
limited services which were being offered in their 
local communities. While these delinquent youth 
were two to three years behind non-delinquent and 
outstanding youth in terms of grade placement, evi­
dence indicated that they were capable of making 
large gains in skills related to learning effectiveness 
and living with others when trained in short-term 
intensive programs. 

Evaluation of existing Texas Youth Council facili­
ties eventually focused on the State Home and School 
at Brownwood. The staff at Brownwo\.1d were found 
to be functioning at some\,\'hat higher levels than 
staff at the other existing Texas Youth Council facili­
ties. Then, too, the Brownwood facility included a 
reception center which could be utilized as a diag­
nostic and screening facility. Finally, n1Qst of the 
youth presently at Brownwood met the criteria for a 
short-term intensive program (Le., they had not 
benefitted from services within their own communi­
ties, they had not been previously admitted to a 
Texas Youth Council school and they required only 
minimal security arrangements). 

These multiple considerations led to the establish­
ment of the fifth specific goal in the plan. 

GOAL 
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Goal Number Five 
To establish a short-term, intensive Youth Re·source Development Program 
at an existing Texas Youth Council residentiall center. 

Recommendations 

Ten specific recommendations were put forward 
concerning the establishment of a short-term, inten­
sive program. Among the ten were recommendations 
that: 
• the center for this program be at BrownwOlKl, the 

present site of the Brownwood State Horne and 
School; 

• an intensive, 12-week program emphasizing skills 
in getting along with others, problem solving, 
planning and learning be provided for youth resid­
ing at this facility; 

• participating youth be individuals who had not 
benefitted from services within their own commun­
ities, who had not been previollsly admitted to a 
Texas Youth Council school, who require only 
minimal security and who can benefit from a short­
term, intensive program; 

• the staff at Brownwood be further trained in the 
appropriate relationship-building, problem solving, 
planning and teaching skills they need to deliver 
intensive programs to youth residing at the school; 

• a component of a computer-based constant feed­
back system be developed to provide staff at this 
facility with information on their own effective­
ness and efficiency. 
Additional recommendatinml stressed the need for 

staff to be responsive to the ag(~, sex, ethnic back­
ground and levels of physical, emotional and intellec­
tual functioning of youth participating in the pro­
gram, dealt with such areas of concern as funding 
and parental visits and emphasized the need for 
flexibility in the platement of youth at the different 
residential facilities. 

23 

Implementation 

Separate phases of the implementation schedule 
entailed the training of staff and the development of 
specific skills-training programs, the piloting of an 
initial 12-week intensive pl'ogram and the transition 
to an on-going program of 12~week cycles. 

The development of Brownwood as a short-term, 
intensive treatInent clmter would permit this facility 
to deliver specific living, learning and planningl 
working skills to approximately 800 delinquent youth 
each year. Outcomes would be measured in fetIns of 
increases in youths' functional skills and decreases 
in the rate of runaways as well as in the rate of 
recidivism for youth released from Brownwood. 



! 

, 
:\ ;',. 
\ : . 

.I 
" 

" 

'.I". 

" 
" 

, 
I 

.1 

.' 

.., 

.. 

" 

.. 
.......... , , .... , 

~·_~i)~~~~_~t~~~~ ~.~. 

'·1 

~ I 
! 

! 

r , 

I, 



Exceptional 
Program 

Needs Assessment 
A variety of data sources indicated that there was 

a significant number of delinquent youth with learn­
ing disabilities whose real needs were not being met 
by existing facilities. These youth, while not "pro­
foundly retarded," demonstrated levels of intellec­
tual functioning which were inadequate to enable 
them to benefit sufficiently from either the projected 
intensive center at Brownwood or the other existing 
residential programs of the Texas Youth Council. 

The evidence showed that approximately 15% of 
committed delinquent youth were exceptional chil­
dren in that they displayed marked learning disabil­
ities. The data also indicated that there was a general 
reluctance andlor inability of local communities to pro­
vide special services for the mentally-retarded or 
learning-disabled delinquent. 

The search for an existing Texas Youth Council 
facility which could be developed in such a way as 
to provide services for exceptional youth eventually 
focused on the state school located in Gainesville. 
Close to a large metropolitan area which could pro­
vide a wide variety of services, the Gainesville facility 
was also within 30 miles of two universities with 
teacher-certification programs in Special Education. 

These factors led to the formulation of a sixth spe­
cific goal. 

GOAL 
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G(oal Number Six 
To establish a Youth Resource Development program for delinquent youth 
with learning disabilities at an existing Texas Youth Council residential 
center. 

Recommendations 
A total of nine recommendations were made con­

cerning the establishment of a program designed to 
Serve the needs of learning disabled youth, Included 
were specific recommendations that: 
• the center for the program be at Gainesville .. the 

present site of the Gainesville State School; 
• short to long-term flexible programs be designed 

for exceptional youth emphasizing training in such 
basic skills as self-care, self-control, relationship 
building, learning to achieve to capacity and learn­
ing to make realistic plans and decisions; 

.. participation be limited to those delinquent yout;1 
who are not "profoundly retarded" and yet whose 
level of intellectual capability precludes their bene­
fitting from other existing or projected Texas Youth 
Council residential programs; 

• the people, programs and environments at Gaines­
ville be developed in such a way as to respond 
effectively to the age, sex and ethnic differences 
in the youth for whom services are being provided. 
Additional recommendations dealt with funding, 

subsidies for parental visitation and the need to inte­
grate this new program with a component of the con­
stant feedback monitoring system. Emphasis was 
<lIso placed upon the importance of a phased transi­
tion from existing selvict's at Gainesville to a full 
pl'ngl'<lm of services for exceptional youth. 

26 

Implementation 
The implementation schedule established specific 

periods for the training of staff in basic and special­
ized skills, the development of programs, the place­
ment of youth at the Gainesville facility, the piloting 
of new programs and the phased implementation of 
these same programs on a full scale . 

The plan provides for the delively of services to 
approXimately 240 exceptional delinquent youth each 
year. These youth would receive specialized training 
in basic skills related to getting along with self and 
oU1ers, making plans and decisions and learning 
effectively. Outcomes would be measured in terms of 
specific increases in the levels of basic skills in partici­
pating youth, school attendance and achievement, 
and participation in organized recreational and 
employment activities as well as in terms of decreases 
in runaways and rates of recidivism for these excep­
tional delinquent youth. 



Maximum to 
Medium Supervision 

Needs Assessment 
Juvenile Court and Texas Youth Council statistics 

revealed that there was a significant proportion of 
delinquent youth who had committed serious crimes 
or who had been readmitted or recommitted to a 
Texas Youth Council facility two or more times. It 
v,ras determined that 20 to 30 youth each month met 
the above criteria and, moreover, had repeatedly 
failed to respond to rehabilitative treatment in mini­
mum supervision situations. 

The youth described above were also found to be 
those who had developed the fewest skills in relating 
to others, learning new materials and planning indi­
vidualized work activities. Additional evidence sug­
gested that a progression by these youth through 
specified levels, each accompanied by definite rein­
forcement contingencies, could facilitate their mas­
tery and retention of new and more constructive 
behaviors. . 

Consideration of the various residential centers of 
the Texas Youth Council eventually focused on the 
Gatesville complex of State Schools. Gatesville was 
found to offer a considerable quantity and diversity 
of treatment structures. In addition, past placement 
practices had resulted in many of the youth meeting 
the criteria noted above being in residence at the 
Gatesville complex. On the other hand, the Gates­
ville schools included a number of units which were 
not functioning effectively in delivering services to 
the youth in their care; and it was determined that 
no more than 500 youth would ever need to be 
housed at Gatesville in order to account for the treat­
mentof all serious offenders and multiple recidivists. 

All of these factors led to the establishment and 
specification of the Master Plan's seventh goal. 

27 
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Goal Number Seven 
To establish a maximum to medium supervision Youth Resource 
Development center for delinquent youth. 

Recommendations 
Ten recommendations were put forth related to the 

achievement of this seventh goal. Among these ten 
were specific recommendations that: 
• the center be located at Gatesville, the present site 

of the Gatesville State Schools; 
• a total levels-system focusing on the development 

of basic living, learning and working skills be estab­
lished along the continuum of maximum to medi­
um supervision with movement of youth to be 
dependent upon mastery of the skills delivered at 
each separate leveli 

• participation be limited to youth who had com­
mitted serious crimes, or who were multiple recidi­
vists and who had been unable to benefit from 
minimum supervision situations in the past; 

• those units at Gatesville which oHer the least poten­
tial for a humane treahnent process be closed so 
that the operating level of the complex could be 
reduced to 25% of its total bed capacity; 

• all retained staff at Gatesville be trained in the 
appropriate security, relationship-building, teach­
ing, tutoring, recreation and work planning skills 
needed to implement the levels program. 
Other recommendations dealt with funding, moni­

toring of effectiveness and eHiciency through the 
constant feedback system and the need for staff to be 
responsive to the unique dimensions of those youth 
placed in their care at this institution-based treatment 
center. 

29 

Implementation 
According to the implementation schedule, train­

ing of staff, developmellt of programs, placement of 
youth, closing of units and gradual extension of the 
new programs to full-scale treahnent would take 
place over a two-year period. Approximately 25 
youth would be initia.ted into the levels program each 
month and would begin training in areas related to 
getting along with others, learning, job planning, 
work habits .and work skills. Outcome would be 
measured in terms of increases in the level of skills 
demonstrated by participating youth, academic and 
vocational achievement and recreational and employ­
ment activities both within the complex and fcllow­
ing release. Additional outcomes would be measur­
able in terms of decreases in the rate of "acting out" 
behavior such as running away or assaulting staff or 
fellow students. Finally, outcome would be measur­
able in temlS of reductions in the rate of recidivism 
and returns to the facilities operated by the Texas 
Youth Councilor the Texas Department of Cor­
rections. 
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Pre-Release and 
Career Planning 

Needs Assessment 
based on multiple prediction indicators, it was 

projected that about 25 youth each month would be 
readmitted for their first time to a TYC facility, while 
another 20 to 25 youth would be leaving the Gates­
ville complex each month. 

Youth readmitted or recommitted to Tye for the 
first time were found to have skills deficits in all ma­
jor areas of functioning. Evidence also indicated that 
systematic skills h·aining would reduce these deficits 
and would be closely correlated with reductions in 
"acting out" behavior and recidivism. The youth 
leaving the Gatesville program would need pre­
release programs to help them transfer specific skills 
to real-life settings while giving them an opportunity 
to focus on plans for further education and career 
development. 

Consideration of existing Texas Youth Council 
facilities centered on the State School at Giddings. 

This school offered both adequate space and a high 
quality of existing facilities which could be utilized 
in the development of new programs. 

The above-mentioned considerations formed the 
background for the establishment of the eighth goal 
in the plan. 

GOAL 
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Goal Number Eight 
To establish a medium supervision, pre-release and career planning center 
for delinquent youth. 

Recommendations 

There were nine specific recommendations related 
to the establishment of a pre-release and career plan­
ning center. Included were recommendations that: 
• the new center provide two different programs: a 

six-month program for readmitted 01' recommitted 
youth involving intensive h'aining in living, learn­
ing and working skills as well as practice in trans­
ferring these skills to real-life situations; and a 
three-month program for Gatesville graduates 
which would entail intensive training in specific 
skills-areas related to their post-release plans; 

• the new center be located at Giddings, the present 
site of the Giddings State School; 

• the staff at Giddings be h'ained in the skills they 
need to deliver intensive skills-training to youth 
and to help youth prepare for placement in the 
community; 

.. a component of the computer-based constant feed­
back system be developed to provide staff at Gid­

dings with information directly related to their own 
effectiveness and efficiency. 

Additional recommendations focused on such 
matters as funding, visitation subsidies for parents 
and the need for the staff at Giddings to be respon­
sive to the age, sex and ethnic differences of youth 
placed in their care. 

32 

Implementation 

A six to nine month transitional period was pro­
posed for training staff and developing pror:rams and 
placement procedures prior to full implementation of 
the medium supervision, pl't:-release and career plan­
ning programs. Following this transitional period, 
approximately 300 youth each year would enter Gid­
dings from the Gatesville schools to receive further 
training in the development and use of skills related 
to living with others, learning and career planning. 
An additional 300 youth each year, who had been re­
admitted and recommitted to the Youth Council for 
the first time, would enter Giddings to receive inten­
sive skills h'aining and to plan their future develop­
ment. Outcomes from both the six- and three-month 
programs would be measurable in terms of increases 
in the levels of particular skills and functional capabil­
ities as well as in reductions in recidivism. 



Parole 
Residential Care 

Needs Assessment 

Infom1ation on the needs of juvenile parolees 
indicated that from 6% to 12% of all paroled youth 
were in need of a more controlled environment than 
their own homes could provide. Despite this need, 
the evidence reflected a history of failure of commu­
nity-.based half-way house projects for parolees. 
Evaluation of existing foster care and other residen­
tial facilities showed that, in general, the people, 
programs and environments of these facilities had 
not been developed to the minimum levels neces­
sary to ensure effective youth resource development. 
On the other hand, there is a considerable body of 
evidence indicating that facilities where personnel 
receive systematic training in human relations, teach­
ing delivelY and planning skills are capable of deliv­
ering effective services to youth. 

Additional assessment data showed that more than 
50% of all Texas Youth Council parolees and most of 
the existing foster care and residential facilities were 
located in major metropolitan areas. Here as else­
where, however, agency personnel seemed to feel 
that there were inadequate financial incentives for 
them to improve the quality and quantity of services 
which they provided to parolees. Finally, there ex­
isted no functional way in which either the Texas 
Youth Councilor the staff at various facilities could 
assess the effectiveness of services in terms of either 
cost or parolee outcomes. 

All of this information led to the development of 
the plan's ninth goal. 

GOAL 
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Goal Number Nine 
To establish a system by which the Texas Youth Council parole officers 
can purchase foster care and other residential services for parolees. 

Recommendations 
A total of seven specific recommendations were 

formulated to address this ninth goal. Included were 
individual recommendations that: 
• the Texas Youth Council purchase foster care or 

other residential services for parolees unable to live 
at home; 

• the Texas Youth Council provide the training spe­
cialists necessary to bring foster care and other resi­
dentiill facilities, including the people, the pro­
grams ilnd the environments, up to the minimum 
standilrds necessilry for the development of youth 
resources; 

• a component of the computer-bilsed constant feed­
back system be developed for foster care and other 
rt.'sidential facilities providing services to youthful 
parolees; 

• the Texas Youth Council utilize the two concepts 
of "effectiveness of services" and "cost of services" 
to make the most cost effective placement of 
pilroled youth. 
Other recommendations focused on incentive 

funding, the determination of minimum standards of 
effectiven'2ss and the need for a carefully phased 
development of foster care and other residential 
facilities beginning with those selvices provided to 
parolees in major metropolitan areas. 
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Implementation 

An implementation scl1edule was outlined which 
would result in full foster care and other residentinl 
selvices for parolees being available on a state-wide 
basis. The areas on whicl1 this schedule focused in­
cluded the identification of facilities and the deter­
mination of standards, the training of staff and the 
implementation of an effective purchase-of-selvice 
system on the scale necessary to meet the needs of 
all parolees. 

Memmrable outcomes would include increases in 
the number of adequate foster care and other residen­
tial facilities, in the levels of participating parolees' 
functional Hving, learning and working skills and in 
the overall academic and vocational achievement of 
these parolees. Additional outcomes would be meas~ 
ured in terms of decreases in the rates of recidivism 
and runaways. Finally, the annual cost of maintain­
ing a parolee in a foster home or other community~ 
based residential facility would be less than the cost 
of caring for that parolee in an existing Texas Youth 
Council facility. 
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Parole 
Follo,w-Up 

Needs Assessment 

In addition to considering the needs of those 
parolees unable to live in their own home, data was 
gathered and evaluated concerning the non-residen­
tial needs of aU parolees. It was learned that Texas 
Youth Council parole officers currently supervise 
almost all children released from training schools, 
with a recidivism rate of 10% to 15%. At the same 
time, evidence showed that the effects of rehabilita­
tion and treatment dissipate rapidly when such 
supervisory follow-up is not continued. As noted 
earlier, the state-wide rearrest rate for all delinquent 
youth averaged about 50%. 

Skills assessments revealed that parolees did not 
differ significantly from either delinquents in com­
munities or delinquents in state training schools in 
terms of the skills they had developed in order to 
relate effectively to family, teachers and employers 
and their abilities to learn new matelial and to plan 
recreational and vocational activities. Moreover, the 
personnel, programs and facilities of most non­
residential community agencies had not been devel­
oped to the levels of effectiveness necessary for the 
delivery of quality services to youth. Parole officers. 
too, were found to be functioning at levels of relating 
and planning skills below those necessary to develop 
effective placement programs in homes, schools and 
work sihlations. 

Finally, it was determined that Texas Youth Coun­
cil parole officers were hampered in their efforts by 
the lack of an effective monitoring system which 
could give them feedback on the results of their work. 
Given the current parole officer/parolee ratio and 
geographic dish'ibution of services, a constant feed­
back system appeared to be a necessity. 

The tenth goal of the Master Plan focused On the 
needs of juvenile parolees. 

GOAL 
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Goal Number Ten 
To establish a Youth Resource Development follow-up program imple­
mented by Texas Youth Council parole officers and designed to facilitate 
the re-entry of youth into their home communities. 

Recommendations 
There were nine recommendations related to the 

establishment of a parole follow-·up program. These 
included specific recommendations that: 
• a Youth Resource Development follow-up program 
be required for all youth paroled from Texas Youth 
Council fadli nes; 

o Texas Youth Council parole officers establish con­
tact with both the youth and his or her family as 
soon as the youth is committed to the Texas Youth 
Coundli 

• the parole follow-up program consist of preparation 
for placement into home, school and work settings 
as well as placement into spedal servi( :s neces­
sary to support the parolee's functioning in his 01' 
her home, school or place of employment; nnd that 
the Youth Coundl provide for the purchase of 
necessary non-residential support services; 

• the Texas Youth Council provide specialized train­
ing for all parole officers in the relating and plan­
ning Sl'l11s necessary for the development of effec­
tive placement programs in homes, schools and 
work settings. 
Additional recommendations centered on the need 

for constant and accurate feedback on program effec­
tiwness, funding and the importance of developing 
people, programs and environments in such a way 
thilt thl'Y become responsive to the unique needs of 
individual parolees. 
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Implementation 
A comprehensive implementation schedule was 

developed for the achievement of this tenth goal. The 
separate parts of this schedule involved periods for 
planning and program development, training of 
parole officers in phases designed to interface with 
other Texas Youth Council training programs and a 
h-ansition to full program implementation and modi­
fication. 

Implementation of all nine recommendations was 
seen as delivering a number of measurable outcomes. 
There would be increases in the number of parolees 
utilizing special support services in the community 
and increases in the rates of successful placement into 
home, school and work settings. At the same time, 
there would be decreases in the rates of runaways 
and recidivism as measured by rearrests, returns to 
the Texas Youth Council and commitments to the 
Texas Deparhnent of Corrections. 



Reintegration 

Needs Assessment 
As noted earlier, evidence indicates that the effects 

of rehabilitation and treatment dissipate rapidly in 
the absence of regular follow-up contacts. Specifi­
cally, studies of rehabilitation efforts have revealed 
that what appear to be success cases in the short run 
often become clear cases of failure over longer peri~ 
ods of time. Additional data also indicated that over 
50% of the recidivism of paroled youth could be 
traced to family problems. 

A program for continued follow-up would help to 
ensure the application by parolees of specific skills 
which they had mastered in previous programs. In 
addition, the type of immediate access that could be 
offered to parolees and their families in times of crisis 
by local community personnel has been shown to 
make a substantial contribution to reduced rates of 
crime and recidivism. 

All of the evidence on parole and rehabilitation 
indicated that effective reintegration of youthful 
parolees could be achieved by supplementing the 
follow-up programs of Texas Youth Council parole 
officers with specific follow-up programs handled by 
local community personneL In the light of these find­
ings, the eleventh goal of the plan was formulated. 

GOAL 
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Goal Number Eleven 
To utilize Youth Resource Development agents or other community person­
nel to facilitate the reintegration of parolees into their home communities 
and to divert parolees from recidivism. 

Recommendations 
Five specific recommendations were developed 

concerning reintegration services for Texas Youth 
Council parolees. Included were recommendations 
that: 
• Youth Resource Development reintegration serv­

ices be offered to parolees and their parents during 
and after parole; 

• reintegration follow-up consist of individual pro­
grams for parolees and their parents in human 
relations, learning methods andlor career planning 
with emphasis on the consolidation of gains 
achieved through earlier programs; 

.. the same personnel who are hired and trained to 
implement the primary diversion program (GOAL 
#1) be utilized to implement the reintegration 
programs. . 
The remaining recommendations dealt with the 

need for 100% funding by the Texas Youth Council 
for any additional expenses incurred by community 
personnel involved in reintegration services for 
parolees and with the importance of constant feed­
back as a means of assessing levels of program and 
cost effectiveness. 
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Implementation 

The first phase of the implementation scl1edule 
entailed program planning and selection of staff. The 
second phase involved training of personnel and 
initial program implementation in major metropoli­
tan areas. The third phase focused on the extension 
of reintegration services to a state-wide basis. 

Projected outcomes of implementation of the 
several recommendations included measurable in­
creases in the skills which parolees develop to get 
along with themselves and with others, to learn more 
effectively and to participate constructively in recrea­
tional and vocational activities. There would also be 
measurable increases in the skills developed by par­
ents of parolees to relate to their children, help them 
to solve problems and assist them to leam and plan 
more effectively. At the same time, decreases were 
projected in the rates of parolee recidivism as meas­
ured by rearrests, returns to the Texas Youth Council 
and commitments to the Texas Department of Cor­
rections. 
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T.Y.C. 
Organization 

Needs Assessment 
During its comprehensive needs assessment, 

Carkhuff Associates gathered and evaluated exten­
sive information related to the organizational nature 
and activities of the Texas Youth Council itself. It 
was clearly understood by both the firm and the 
Youth Council that implementation of the recom­
mendations related to the preceding eleven goals 
would substantially affect the role and responsibil­
ities of the Youth Council. For one thing, there would 
be a significant increase in the amount of interface 
between the Council and local communities. Then 
again, implementation of all the foregoing recom­
mendations would result in a redistribution of essen­
tial functions and responsibilities of components 
within the overall organization of the Texail Youth 
Council. 

Evaluation of the data and key issues related to 
central office functioning led to a number of signifi­
cant determinations. Evidence indicated that where 
the dual functions of assistance and monitoring of 
standards are inter-twined, for example, a role con­
flict develops which decreases the effectiveness with 
which these procedures are carried out. Additional 
evidence showed that, in the past, many juvenile 
judfjes havo expressed a need for more treatment 
alternatives for juveniles and clearer guidelines as to 
the programs which have been designed for particu­
lar types of youth. Given the increase in programs 
and services entailed in the Master Plan recommen­
dations, it was clearly necessary for the Youth Coun­
cil to develop and maintain a directory of services 
for these judges. 

The input evaluated by the firm revealed a great 
many instances similar to the above where the Texas 
Youth Council would have to function in new and 
more effective ways. Based on these considerations, 
a twelfth and final goal was established. 

GOAL 
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Goal Number Twelve 
To develop an organizational structure and support system to facilitate 
the delivery of Youth Resource Development services throughout Texas. 

Recommendations 
Eighteen recommendations were developed con­

cerning the achievement of the above goal. These 
included specific recommendations that: 
• the Texas Youth Council be expanded to six mem­

bzrs to be appointed by the Governor, with due 
consideration given to the representativeness and 
ethnic composition of the Councilj 

• an AdvisOlY Council, nominated by local planning 
regions and confirmed by the Youth Council, be 
created to provide the Council with feedback on 
the impact of implementation of the entire Master 
Plan and suggestions for new directions; 

• the Youth Council central office be reorganized to 
pl'Ovide specific support for programs and services 
in the four areas of Research, Human ResO'lU'ce 
Development, Community Services and Institu­
tional Services; 

• the Texas Youth Council separate the function of 
setting and monitoring Council standards from the 
[unction of assisting people and programs in order 
to m,eet these standards; 

• the Texas Youth Council develop formal procedures 
to insure due process and the protection of youth 
rights in all decisions affecting children placed in 
the custody of the Council; 

• the Texas Youth Council augment the development 
of the information retrieval system to facilitate con­
stant feedback as to the effectiveness and efficiency 
of each of the Council's programs. 
Additional recommendations focused on such mat­

ters as funding, reorganization of departments and 
their responsibilities and the coordination of the 
Council's efforts with those of such other agencies 
asU1e Governor's Interagency Task Force on Youth 
Care and Rehabilitation. Emphasis was also given to 
the role which name-changes could play in commu­
nicating the Texas Youth Council's new purposes 
and programs to local communities (e,g'j changing 
the name of the Brownwood State Home and School 
to the "Brownwood Living and Learning Center," 
and so on). 
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Implementation 
Given the complex nature of these formal recom­

mendations, some of which require legislative action 
prior to implementation, the implementation sched­
ule was designed as a seties of separate components 
related to individual recommendations. Thus, action 
on the recommendation which dealt with assuring 
the rights of youth under the Council's jurisdiction, 
for example, was scl1eduled for August, 1975, while 
implementation of the recommendation related to a 
constant feedback monitOling system was scheduled 
to continue into 1976. 

Implementation of ali recommendations was seen 
to entail a number of specific outcomes. There would 
be greater input from local communities. Manage­
ment decisions would be based on readily available, 
quantifiable data and would, thereforej be made 
more effectively and efficiently. Courts would have 
increased placement alternatives. There would be an 
increase in the quantity and quality of contacts made 
between the Council and other state agencies pro­
viding services to youth. Finally, there would be a 
major redirection of the Council's public relations 
efforts emphasizing new program thrusts, specific 
and measurable achievements and cooperative efforts 
in local communities for the prevention and treat­
ment of juvenile delinquency. 
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The Statewide Advisory Council 

The Texas Master Plan Project made extensive use 
of a statewide Advisory Council. This group of 24 
dedicated men and women, representing the full 
spectrum of experience and expertise relevant to 
juvenile justice and youth services, provided advice, 
counsel and detailed recommendations through the 
development of the Master Plan. 

Summary 
In developing the specific goals, recommenda­

tions and plans for implementation, Carkhuff Asso­
ciates designed an integrated system for the delivery 
of youth services in Texas. A global picture of this 
system appears on the following page. As the illus­
tration shows, the model was designed to address 
youth resource development at each level of the juve­
nile justice system while also providing a systems 
flow for the preventive and rehabilitative treatment of 
youth. This model provides the variely and individ­
uality of services reqUired by a heterogeneous popu­
lation of youth and, at the same time, the continuity 
and integra tion of services needed to ensure that the 
juvenile justice system functions both effectively and 
efficiently. 

The left side of the diagram shows points of inflow 
to the juvenile justice system. The right side of the 
diagram represents points of service for youth mov­
ing out of the system. The various arrows indicate 
that each component of the model interfaces with 
every other component so that, for example, a par­
ticular youth might be served at a community-based 
center and then by a community agency ,vithout ever 
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seeing an institution. Alternatively, a youth who 
commits an extremely serious offense, like murder 
or rape, might be seri:t directly to the institution­
based center, later receiving after-care services from 
parole officers, community agencies and Youth 
Resource Development agents. A third example 
might involve a youth who receives diversion serv­
ices in the community and who-because these serv­
ices delivered specific skills to the youth-has no 
further contact with the juvenile justice system. 

Underlying the entire model of an integrated sys­
tem for delivering youth services in Texas is, of 
course, the constant feedback system mentioned in 
relation to each of the 12 goals outlined above. This 
computer-based system is the key to the account­
ability, effectiveness and cost-efficiency of each com­
ponent in the juvenile justice system. Only '''lith such 
constant evaluation can there be assurance that the 
youth services delivery system will be responsive to 
the real needs of youth in Texas-those youth who 
are, in the beginning and in the end, the people 
for whom the Master Plan was designed. 
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Mission: To develop an effective system for the delivery of youth services 
leading to the development of youth resources within the juvenile 
justice system in Texas. 
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Texas Youth Council Organization & 
Services: An Update 

Utilizing input from the master plan study, legisla­
tive recommendations, and recent developments in 
the field of juvenile justice, the Texas Youth Council 
has begun an expansion of services aimed at provid­
ing the best possible care for youth committed to the 
ngency. New progrtllns, funded through grants ftom 
the Criminal Justice Division of the Governor's Office 
as well as legislative appropriations, coupled with 
refinement of the agency's existing services, are lead­
ing TYC toward its goal of developing a continuum of 
services for the young people of Texas. 

TYC Organization 
Reorganization of the Texas Youth Council central 

office resulted in creation of specific divisions of 
Institutional Services, Community Services, Human 
Resource Development and Evaluation and Research. 
This reorganization has provided the foundation for 
implementation of new agency programs and effec­
tive support of TYC activities throughout the state. 

The InstihltionaJ Services Division administers the 
Youth Council's five delinquent schools and three 
homes for dependent and neglected children; the 
Community Services Division is responsible for the 
development and management of TYC's community­
based services; the Division of I-Iuman Resource 
Development administers and develops Youth Coun­
cil training programs; and the Division of Evaluation 
and Research is responsible for development of the 
agency's constant feedback system. 

II'( Mav, 1975 the Texas Youth Council Board was 
expanded to six members. 

Constant Feedback System 

TIle overall purpose of the Constant Feedback 
System is to provide information necessary to evalu­
ate the effectiveness of TYC's programs and per­
sonneL 

The Texas Youth Council currently has a comput­
erized tracking system, Juvenile Data Analysis & Use 
(JANUS), for approximately one-third of its programs 
for shldents. When completed, the constant feedback 
system will expand JANUS to include all TYC stu­
'lents, and it will provide for development of other 
key monitoring systems: 
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Student Prugress System-t~e primary tool for 
evaluating the progress of each studen~ from the time 
of commitment to TYC until discharge. 

Financial System-monitor the fiscal aspects of 
TYC programs 

Inventory System-provide information regarding 
TYC owned or leased buildings, equipment and 
materials 

Personnel System-provide information concern­
ing active personnel and qualified applicants 

Service Agency System-provide storage and 
retrieval of information on agencies offering services 
throughout Texas 

Community Assistance Program System-collect 
and interpret data relevant to the perfomlance and 
evaluation of the community assistance programs. 

Research System-utilize the other subsystems 
and additional data in development of TYC research 
projects. 

Children's Bill of Rights 

On December 2, 1975 the Texas Youth Council 
Board adopted a bill of rights for all youth placed 
in the care of TYC: 

Each child committed to the Texas Youth Council 
shall retain all civil rights accorded him as a citizen 
of the United States and the State of Texas except 
those which are necessarily and by due process of law 
denied him for his care, custody, control or training. 
Such rights include but are not limited to: 

1. The right to services which provide living, 
learning and working skills; 

2. The right to a residential placement which can 
meet the needs of the child; 

3. The right to receive all services cllaracterized by 
hllmaneness, consideration and kindness; 

4. The right to appeal decisions made with regard 
to him to the Executive Director in accordance with 
the Procedure for Appeal to the Executive Director; 

5. The right to keep and use their personal posses­
sions so long as they pose no threat to other children 
or staff and cause no disturbance and disruption; 

6. The right to legal counsel; 
7. The right to visitation by family and friends 

limited only in each residential placement by such 



rules as may be promulgated to provide for the con­
trol of visitors and restrict the traffic of contraband 
materials; 

8. The right to express grievances in accordance 
with the Grievance Procedure. 

Living, Learning & Working Skills 

A deficiency found to be characteristic of many 
delinquent youth is the lack of a sufficient repertoire 
of personal skills. To aid such youth in TYC care, 
and facilitate the development of all Youth Council 
wards and staff, the Human Resource Development 
(HRD) Division is implementing a program of living, 
learning and working (LL W) skills throughout the 
TYC system. HRD trainers have provided LLW in­
struction to Youth Council staff members, who will 
in turn train young people being cared for in TYC 
training schools, halfway houses, community pro­
grams and dependent and neglected homes. 

Living skills training is designed to improve an 
individual's ability to relate to other people. Along 
\",rith improving one's interpersonal skills, the living 
skills training provides problem solving methods and 
a foundation for personal program development. 

Through identification of specific elements in the 
learning process, learning skills training benefits both 
instructors and students. The training offers teachers 
a model for determining and meeting the needs of 
the students, and it provides students with essen­
tial study skills and a basis for improved comprehen­
sion of information. 

Working skills training is designed to assist the 
learner in developing educational and career objec­
tives. Through working skills training, an individual 
is shown how to assess educational and career alter­
natives, examine personal work interests, and pursue 
an education or career in his chosen field. 

Placement of Delinquent Youth 

The Texas Youth Council maintains a statewide 
reception center, the Brownwood Reception Center, 
which conducts evaluation and program placement 
of delinquent children committed for care by the 
courts. With the goal of providing community resi­
dential care to as many TYC-committed youth as 
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possible, careful evaluation is conducted to dett'r~ 
mine which youth can be diverted from institutional 
care and treatment. 

The Brownwood Reception Center handles all first 
time delinquent commitments to TYC. Programs of 
diagnosis, social evaluation, odentation and classifi~ 
cation are utilized to determine what type of program 
will best meet the needs of each child. Delinquent 
youth committed to TYC can be placed in one of three 
programs: a TYC training school, a residential con­
tract placement or a TYC community residential treat~ 
ment facility. 

Tye Training Schools 

The Youth Council operates five training schools 
for delinquent youth located at Brownwood, Crock­
ett, Gainesville, Gatesville and Giddings. 

The staff of each school assumes parental responsi~ 
bility for the care and training of the children placed 
under lts supervision. Each child is assigned a penna­
nent caseworker on the basis of recommendations 
l1.1ade as a result of evaluation at the reception center. 
This caseworker helps the student with personal and 
family problems in a one-to-one relationship and 
proVides liaison between the training school and the 
family, committing court, field service counselor and 
community. 

The Youth Council's schools provide accredited 
academic and vocational education, recreation and 
enrichment for all delinquent children in their cus­
tody. Each institution is an independent school dis­
trict meeting state educational standards. The school 
program includes medical anddental care through­
out the child's residence including a series of imml1~ 
nizations, laboratory studies and examinations to 
determine health needs. 

Pre-release activities teach students about prob­
lems they are likely to face on return to their com­
munity through counseling and programs concerning 
social contact, individual responsibility and good 
citizenship. 

At the end of 1975, TYC delinquent Scllool popula­
tion stood at 1110.80 of those students were at the 
Crockett School, which is the site of TYe's new 
wilderness training program. Students at Crockett 
live in wilderness campsites, and their training pro­
gram includes both survival skill and academic in­
struction. 



Residential Contract Services 
At the Brownwood Reception Center youths may 

be routed to small gnmp homes or hal£\vay houses. 
The Youth Council contracts with some 50 of these 
facilities for the care of children referred from the 
reception center or placed in the facility after a period 
of residence at a TYC training school. During fiscal 
1976 the agency budget provides for 152 committed 
youth per day in residential contract placement ~ro­
grams, with a total of 494 youth to be served dunng 
the fiSC.ll year. Fiscal 1977 funds will provide for 218 
youths per d.1Y in the residential contract program, 
with a total of 710 youth being seNed. 

TYC Community Residential Treatment 
Program 

Adjudicated youths may be placed in a Youth 
Council-operated community residential treatment 
facility either directly from the reception center or 
after rdsidence at a TYC training school. TYC-oper­
tited community facilities provide a well-structured 
residt·ntial program for those TYC youth who require 
more intense supervision, guidance and treatment 
than is provided in conh'act halhvay houses and 
group homes. The Tye community residential treat­
ment progr,)III provides a setting in which "hard 
to place" youth can begin reintegration into the com­
munity, and it providt's a means for diverting com­
mitted youth from institutional care. 

The first of the Tye community residential facili­
ties, Travis House located in Austin, accepted its first 
10 youth in January 1976. A second facility will be 
opened in another Tt'Xi1S city later this year. 

Field Service Counselors and Parole 
Several changes in the Texas Youth Council parole 

system have improved the agency's ability to assist 
v'outh released to the supervision of field service 
I'llttnselors. 

The number of parole revocation hearing5 con­
. hlcted in response to a single incident has been 
. ,·Liuced from two to one. In addition, revocation 
II1'arings now are conducted by hearing examiners 
l. m TYC's Office of Legal Counsel for Children. In 
tte past, the hearings were conducted by field service 
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counselors who, facing numerous other duties, could 
devote only a portion of their time to the parole 
revoca tion procedures. Any youth facing parole revo­
cation proceedings who is unable to secure an attor­
ney will be provided with legal counsel, 

The conditions of TYC parole have been improwd 
and revised to better meet the individual needs of 
each youth. The responSibilities of the youth and the 
field service counselor are clearly delineated in eilch 
child's parole terms. 

In July 1975 the American Corrections Association 
Technical Assistance Project, at the request of TYC, 
conducted an evaluation of the juvenile parole pro­
gram in Texas. This evaluation will be used by the 
Youth Council in assessing current parole activities 
and setting priorities for program improvement. 

The ACA report suggested that TYC field service 
counselors initiate team supervision of parolees, 
rather than the traditional one-tn-one counseling 
approach. During 1976 TYC will initiate a system ~)f 
team supervision in which three to four fidd servIce 
counselors will combine caseloads. This approach 
will allow for increased consultation between coun­
selors and vvill provide each an opportunity to best 
apply his or her particular skills. 

Field service counselors in some areas also have 
begun working with the families of TYC youth in 
groups as well as individually. Bringing the families 
together for group discussion allows them to share 
muhml concerns, problems and solutions. 

Field service counselors perform specialized case­
work involving parole investigations and supervision 
of parolees in an assigned district. They make pre­
parole investigations to secure employment and liv­
ing arrangements for wards scheduled for parole. 
The field service counselors contact and interview 
prospective employers, welfare agencies and the 
Texas Employment Commission to develop job open­
ings, and they inform local law enforcement officers 
of pre-parole plans. 

The average combined daily caseload of TYe's 50 
field service counselors is 1500. Over 3600 youth are 
served annually. 

Non-Residential Purchase of Services 
The Texas Youth Council also provides youth on 

parole with services which are not available in the 
community from existing public agencies or organiza 
tions. Such services include medical and psycho-



logical evaluation, and specialized treat'nent and 
training. 

Community Assistance Program 
TI11'Ough the Community Assistance Program the 

Texas Youth Council is assisting local communities 
\vith services and funding of programs for predelin­
quent and delinquent youth. Through contl'actual 
agl'eements TYC is funding local programs that meet 
the rules, regulations and standards adopted by th!."! 
TYC Board. Funded programs provide non-residen­
tial andJor residential trea h11ent, diagnosis and evalu ~ 
ation, counseling, supervision, guidance and train­
ing. The types of program arrangements that can be 
provided in dude day programs, hc11fway houses, 
group homes, therapeutic wilderness or camping 
programs, foster homes, crisis intervention and 
emergency services. 

Progm111s being funded are secondalY prevention 
efforts spedficalIy aimed at youth who are under the 
jurisdiction of county juvenile probation authorities' 
supervision, along v:ith youth who have had initial 
contact with law enforcement officials due to delin­
quent conduct. During fiscal 1976 TYC is providing 
more than $700,000 for community-based programs. 
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Care of Dependent and Neglected Children 

The coundl's homes for dl'}-wndent and negll'l'ted 
children, located at Corsicana, Pyote and \Vaeo, phm 
and maintain child care ,1nd snci,11 sl·l'vict's. Each 
child's case historv is evaluated and individualizl'Lt 
as is a plan for e<H'c and training. Children of sdw],\'i­
tic age attend local public schoob on al1 annual con~ 
tract basis. 

When deemed propel', ,1 child m<l)' be placed in a 
foster or adoptive home. Fo~tet' care placements ,ll'l' 
vigorously sought fo!' all dependent childrL'n undl'!' 
the age of 12.. 

At the W,lCO State Home an tlxpanded foster pl,\l\·· 
ment program was initiated during J97S. During 
fiscal 1976, $151,000 hilS been appropriated for place­
ment of up to 50 youth in the W,leO and Corsicilna 
ilreas. Another 15 to 20 children are to be placed in 
foster homes l1l~ar tlw \Vest Texas Children's Home at 
Pyote. The foster Cal'(,' appropriation for £ism) Il)77 is 
$432,000, which will providL' for placement (If 1:;0 to 
200 vouth. 

TYC's goal is to return as many dl'}Wll.il'nt ilnd 
neglectt'd children to their h0111es as possiblll when 
factors that led to the children's commitments IhwL' 
benn remedied. 
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