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INTRCDUCTION TO COMPREHENSIVE PLANNING FOR
MISSOURI CORRECTIONS

INTRODUCTION

Comprehensive Planning for Missouri Corrections was funded
through a grant by the National Institute of Corrections under
Grant No. 72-ED-99-009 and the supervision of Mr. Craig Dobson.

The period scheduled to be the duration was July 1, 1974 through

June 30, 1975, and was subsequently extended to March 31, 1976.

The underlying philosophy behind the grant was the attempt to

- convene the various segments of the Justice Sector. impacting

Corrections within the State of Missouri in order to develop
comprehensive, interlocking and complementary plans, objectives,
strategies and actions which will in the final result benefit the
management of the Corrections procesé within the State. This
project had the strong cooperation and backing of Dr. George Camp,
Deputy Director, Missouri Department of Social {ervices, who was
instrumental ih initial planning for Corrections in Missouri
through the Team Planning Process of the American Management
Associations while Director of Corrections.

The Missouri Council on Criminal Justice was the overseeing

local agency for the grant. Mr. Patrick D. Rackers of Missouri

Council on Criminal Justice acted as the liaison between the
contractor and National Institute of Corrections as well as acting

as registrar and meeting site coordinator up to the end of June

1975.



The objectives ¢f this Tomprehensive Planning Program were as
follows: ' ‘ P
-
a. Provide the tools a=scessary for continued effective plaﬂnlngJ

b. A working plan with obiectives and strategies for their
achievement

S

c. A system of control that assures contlnulng vitality of
the planning process

d. A base upon which additional management techniques such as
leadership development and standards of performance may =
be structured v ’ ”é'

e. Team involvement in and commitment to the achlevement of
organizational objectives :

\
The evaluation of this process is found in the latter portion of this
report'and will isvlate perceptions of those who were present on the 5
extent to which these objectives were acﬁiéved. Certainly, in
evaluating a process which combines the joint participatibn of
institutions and agencies which have no common authority figure, -
cooperative strategies and plans must be left Eb the professional
dedication and goodwill oﬁ those who are directly involved. &all

of the institutions and agencies represented on the program from T
the Justice Sector in general impact on the perfdrmance of
correcticnal services in the State of Missouri. No central authority‘
reqgulates these various institutions and agencies. The control of ’
implementation as well as accountability for commitment were not
present except on individual agency levels. One of the basic
concepts oﬁumanagemen;tis that a manager cannot be held responsible o
for the reégits of a process which he or she does not'éontrol 6r
influence. The Justice process is one in whlch a number of

agencies and 1nst1tutlons are involved 1nd1v1dually but no single

authority is clearly accountable for the conduct of the progess

throughout the State.
. A . -3
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PERCEPTIONS . OF THE POSSIBLE

The report that you are about to read encapsulates the

perceptions of the possible within the Justice System of Missouri. Y
e

In the actual development of the material from Mission Statement
to Action Plans, the work of the Cemtfal Group was reviewed and
evaluated by teams of agency and institution people in both St. Louis
and Kansas City. As a result, the perceptions of reality Qf the

" Central Group were given airing before others within the Justice -
field representing urban organizations with basically urban problems.
However, despite varying environments from which the partiéipants
came, there was great unanimity in terms o!l the mission, strengths,
weaknesses and environmental assumptions on the part of all
individuals. Therefore, the perception of Missouri Justice's future

challenges met generally with common agreement and understanding.

TURNING POSSIBILITIES INTO PROBABILITIES

As mentioned above, the perceptions of the possible of the
various groups involved in the Missouri Comprehensive Planniné
Pfocess prcduced unanimity in terms of where improvement of the
Justice System might be possible. At the point that possibilities
must turn into probabilities, the groups were less optimistic.

Past history within the Missouri Justice System would indicate that
the kinds of data required to determine whetherbor not results are
Epecificaliy being achieved, do not meet the needs of the System.

A data gap developed at the point at which Key Result Areas were
being discussed which caused individual members to retuin to their
various agencies to gather data which presently exists in fragments,

to determine the measurement systems and criteria to measure the
) 4



performance of elements within. the Justice -System. Many - ““hese
S ;

data elements were found missing and therefore objective &. zing &

was debilitated by a cloudy view of past and present perﬁﬁrmance. '?

IMPRECISION OF MEASUREMENT

Recidivism and rehabilitation are two prime areas against which
the general public perceives the success or failure of the Corrections
System. At the present time, neither of these two areas are being
adequately defined or measured on a national or state level. The
criteria against which one measures recidivism.are still being debated
-among Correctional scholars and practitioners ﬁhfoughout the world. |
Rehabilitation by its very definition would indicate thet to
rehabilitate, the subject must have been habilitated at;somee
time in the past. There is no agreement on whether rehabil%éatiop
or habilitation is possible based upon present measurementbgystems.
The analogy of a doctor guaranteeing to>a-patient that he %ill never
become ill again is similar to a Correctional System guaréﬁteeing
to the éitizenry that individual inmates once released wiil never
commit crimes again. Therefore, the nature of Corrections has | e
shifted from the less measurable areas of rehabilitation to the
more easily quantified criteria of providing for the?safetffbf&the~

inmate and the accused from harming themselves or society in general

during the portion of the time that they spend during incarceratidn;‘f«

NO CONSTITUENCY FOR CORRECTIONS

7 ey

Obtaining the necessary funds to operate a Correctional system -
has become a congenital point of frustration ﬁor'Correcgﬁqns :

-5 | D
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administrators in Missourd as well as in the west of the nation.

This is especially intense in Missouri where the Stete investment

per inmate is in the lower.lO% of thé States. AS a result, hirinq
and retaining better people has been, and continues to be, a ﬁajo: A
problem area for the Correctional sector in Missouri. Those involveé
in Corrections who are experiencing overcrowding as a result of longer
sentences and more people pouring into the System are being tested as
professionals as never before and, therefore ask to be compensated
commensurately with the new tasks facing them. Training and deveiop—
ment of professional Correctional administrators remains a continual
challenge to the State of Missouri in upgrading the quaiit§ of
institutional supervision given to‘inmates on a state, éounty and

local basis.

THE PRIMARY IMPERATIVE--JOBS

The objective of job placement and retention for released
offenders shall continue to be a primary challenge_for Missouri
Corrections as well as Corrections organizations nationwide. The
very low investment per inmate within Missouri will continue to
affect the State crime rate in the coming years as most of those
beiné convicted will have had some previous contact with the
Correctional System prior to incarceration. The abilityvof the
State of Missouri to re-direct pctential criminals or repeat
offenders to alternatives other than crime will spell the differ-
ence between the need to increase its investment into more permanent

facilities to warehouse people as opposed to highly profeséional

. Corrections personnel whose skills cah ultimately reduce the total

number of individuals within state, county and local institutions.

<6-
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 LEGISLATIVE RESPONSTGILIOTES

a—nnt

All facets of the public sector are now vving {for a larger "4
piece of the "tax pie" which is increasing at a lesser rate thahA B .
the demands upon it. The primary service a government must provide
its people with is security in their homes, streets and businesses.

At the point that this responsibility is jeopardized; all other
services provided by government fall into questlon. Offenders

don't vote and the public attltudes direct themselves to punlshment.

G

It is the legislator who must take the courageous and partially

unpopular 9051t10n of protecting the publlc not Only through the

highly visible police but the somewhat invisible Correctional System

'as‘well.

THE CORRECTIONS INVESTMENT

Despite hardening attitudes of the public toward offenders,

the State of Missouri is -in the bottom 20% of what all States spend

I RN

within the Correctional sector. Based upon 1972-73 statistics
compiled by the Law Enforcement Assistarice Administration,kmost States
spend about 22%% of the‘total Justice doliar on Correcﬁions and .
related services while SPending approximately 57%%“on police

protection. Within Missouri,this investment does;net cdrreepond ) o §
to netional averages. The Correctional inéestment within Missouri B |
is approximately 18% of the Justice dollar and poliée protectien'
63%. This indicates that in 1973 somewhat over $10 mllllon,was spent

P

in the police sector of the Justlce system Wthh would have been ’-‘

e
P
S
h

3

!

invested in the Correct10na1 system had Mlssourl apportloned its
Justice dollar in the same ratio as the average of the other States.
-7-
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Of the 18-5tate area comprisiag the MArdwest and Scuthwest, Missouri
tied for dead last in ratio of iavestment in Corrections of the
major States. This is confounded bv the fact that for overall

Justice systems, Missouri spends over the national average. ' oy

CORRECTIONS: THE LUMP UMNDER THE RUG

Because the Justice System represenis a continuum, a ripple
effect takeé place when any one segment of the sector becomes more
productive than others. To be more specific, the heavy investment
in bolice protection and courts will normally increase the numbei of
cases being tried as well as the number of accused being convicted.
Hardening attitudes toward crime have additionally motivated longer
sentences. With its heavier than average funding of police and
courts, the problem of conviction was reduced but like stepping on the
"lump under the rug," the lump will appéar éomewheré,else; That
soméwhere else in Missouri is the Corrections portion of the Justice
Sector. It would appear to the Projeét Director that the “rug"
which represents the Justice System in Missouri might be examined
ﬁnderneath for weaknesses in the'integrity of its weavé as well as
i : )
the design of the System woven into the 'fabric. The nature of
Corrections and its role in society is oﬁe which cannot be swept
under the rug without seeing that very visible lump on a continuing
basis. Liké‘national defense, individual security must remain a
Qximat& imperative for legislation; and Corrections in Missouri should

certainly be that segment of the security system to which legislators

must now address their attention.

John O. Alexander

-8~
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PLANNING DIYECTOR'S 1ARRATIVE

Although the

v

tated obiective in undertaking this project ?
was to develop a comprehensive plan for Corrections, there were two
equally important implied objesctives: +to develop not only a plan

but an ongoing system for planning; and to improve the management o
effectiveness of the key managerial and administrative personnel
within the system. Against these objectives there were some solid:
results and also some failures.

To begin with, the process of developing the long range plan
very quickly highlighted some of the intrinsic deficiencies within
the system that make effective long range planning difficulﬁ; The -
organization itself does not have a single &ecision—makiﬁ% point.

Therefore, any issues involving different conflicting ihterests

within the system (for example, juvenile vs. adult, corrections vs.

'pardons & paroles, etc.) cannot be resolved by a single décision‘

This creates a variety of cﬁrollary problems: lack of integrated
planning, lack of uniform data-gathering and reporting, lack of
communications, etc. (See "Weaknesses-Corrections").

In view of the above, it became qﬁite evident that needed
changes in the system could not simply be mandated. vBefore changes
could be made it was essential to examine the system és a whole and
attempt to identify those areas. on which agr%ement could be k
achieved and a commitment to action made.

One of the pdsitive results of the long range plan was its'use

RN ¥
B LA

as a sorting-out medium to identify'those areas of commenality of
interest. This was done first of all by identifying all the Key .

.-9‘..‘"



Result Areas in Corrections and condensing these into-a number

of common and manageable goals. TFor example, approximately 45 i

objectives were established early in the process. It was recog-
nized however, that not all objectives were practical and not-all
were felt to be equally importént... Therefore,rout of these
objectives, nine were ultimately identified as being key‘objectives.
For each of these objectives’approximately three to five
strategies were developed. But again, it was recognized that the
system could not make a meahingful commitment to ﬁhe implementation
of 30 to 50 strategies. Strategies were thén sorted out to approxi-
mateiy.five on‘which ééreement could be'reached and action taken.
One of the major results of the long range plan was the
recognition that even with the complexity of the system, planning
could be used as a wa?bof sorting out all options to find those on
which a common commitment to action could be isade. Secondly, in
the process of developing the plun it became evident that if cbmmon
courses of action were to be undertaken it was essential that
necessary data be made available to those involved in planning in

order to determine problem areas in the system and to determine

- whether or not progress was being made in resolving those problems.

One of the comments made in the session, for example, was that
realistic objectives could not be established because of the
unavailability of data to measure thosé objectives. This prcblem
was highlighted in the “Key Result Areas" section of the plan.
Another positive result stemming from the development of the
long range plan was the recognition of fhe need‘for a better data-
éathering/distribution system and the decision to assign more

-10-
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for planning, and an enhancement of management skills, little progress

respousipility =0 the planning area of Corrections for implementing |
the systen.

Regarding the other two goals of the process, i.e., a system

rs

was made.
For planning to be a viable management. tool it must be an

ongoing process. In a dynamic, changing environment planning must

" be flexible and responsive to change. The process in many respects

is more important than the plan itself.‘ Any one-shot effort at
planning is ineffectual. It has value in providing a forum and a
mutual exchange of ideas, but is not effective as a meahs of -
optimizing the performance oan large organization on a continuing
basis. |

Results in this area were negiigible for two major reasons:

budgets, and the inability or unwillingness to commit time and

5

effort to ongoing planning.

"
T

As far as individual management effectiveness was cohcerned,
significant results were not achieved. The major reason sFemsafrom
role perception. The majority of the individuals involveé‘éerceived
their roles in functional rather than managerial terms; for example -
Corrections specialists; authorities on juvenile behavior; psycholo-
gist, etc. Yet the key to effective management is to broaden this
perception and to additionally define roles in terxms of management
of resources and getting work domne thfcugh“other‘people. Some were
receptive to this management app;oach bﬁt many weﬁe‘not. )

On balance, the positive résults outweighethhe negatfbe. - Out
of the pfocess of condensing objectives and strategiés some commcn

areas were identified and a commitment made to implement ‘key

-11- | "
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strategies on a task-force basis. Also work has begun on developing
a better data base for Corrections. |

It would be our hope that over time means would be found to i
incorporate planning into the system as an ongoing tool to maximizé
the effectiveness of the system, and that more of the key people
would recognize their roles in managerial as well as functional

terms for the good of the total system.

L. J. Roghmans

-12-
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THE MISSION STATEMENT

A Mission Statement outlines in brief terms the purpose of

the organization and its major strategic thrust.  Although the R

DY

Mission of the Missouri Department of Corrections (MDC) is mandated

by the state, within this madate there is latitude for interérétatibﬁ; s

NS 4

For planning purposes it was essential to developva conéensﬁs within” ~ i
the group as to the relative importance of different aspects of the
Mission and as to what should be éncompassea.

In the course of the AMA process, three Mission Statements were
developed. Jefferson City group focused first‘on p:oQiding needed 4
services to offenders and secondly, on safeguarding individual rights,"
ané public safety. The St. Louis group focused first on public safety,
secondly on individual rights and third, on providing needed servicesﬁ
to botk the accused and the offender. The Kansas City groﬁp,had thé
broadest mission which stressed, first of ali, safeguardihg of fights,
secondly safeguarding the safety of all people, public and offénder,’
and thirdly separating dangerous offenders from society and providing

service and assistance to those who seek to rehabilitate themselves

for re-integration into society. They also intrqguced as a part of

§
the Mission a statement as to their responsibility to cooperate with »
other agencies of the CJS and the community to prevent and reduce
crime.

The latter point, in regard to crime prevention, proved to s

be a critical issue in that a consensus was not achieved as to
whether this Qés properly speaking a part of'MDC mandate.
In setting up the Kansas City énd St. -Louis groupé, it was \JN;{
origiﬁally thoﬁght that they would criﬁique the plan eS;abLighed‘
- by the Jefferéon City group and make'recomméndations as tb,hgﬁ thé

-13- . B L




THE MISSION STATEMENT (Continued)

various elements, such as Mission, might be changed. i

' In practice, it did ﬁot materialize. No real attempt was
made to amalgamate the suggestions of Kansas City and St. Louis,
mostly because of time Jlimitations. Although the two Mission State-
ments suggested as a substitute for the Jefferson City statement
threw a différent perspective on the Mission of MDC, the issue was
not completely argued out and the group ultimately accepted the

Jefferson City Mission.

-14-
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PLANNING GRQUP'

JEFFERSON CITY - - o
MISSOURI CORRECTIONS

MISSION STATEMENT

. W

"The Mission of the Corrections Component of the Missouri Justice = -
System is to provide needed services to offenders, thereby safe-~
guarding individual's rights and public safety.™
Herbert Allen Sheriff C. Keithley i
Executive Diractor Taney County Courthouse
Region II-Council on Criminal Forsyth _ SRR

Justice ; | e
Springfield Hon. Byron Kinder

7 Circuit Judge

Max Brand ' ' Division 2, 19th Judicial Circuit
Director Jefferson City
Missouri Division of Youth

Services ‘ Gene Morgan i
Jefferson City Missouri Department of Corrections

Jdefferson City
George Camp 8

Deputy Director ‘ Patrick D. Rackers

Missouri Department of Social Program Chief-Corrections :
Services - : Missouri Council on Criminal

Jefferson City v Justice ' ‘ ’

, Jefferson City
James N. Foley

Prosecut. Attorney-Macon County W. R. Vermillion
Macon ' Chairman

, Missouri Board of Probation &
Sheriff Joe Hart Parole "
Jasper County Sheriff's Office Jefferson City
Carthage , ' ‘ o

Edward Haynes
Director
Missouri Division of Corrections

Jefferson City

-~15-
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PLANNING GROUP
o - KANSAS CITY
MISSOURT CORRECTIONS N

MISSION STATEMENT

"The Mission of the Corrections Component of the Missouri Justice
System is to safeguard the rights and safety of all the people by
evaluating those offenders placed in our custody, separating from
the community those that are a danger and to providing services

and assistance to those who seek to rehabilitate themselves so

® they can be reintegrated into the community. Further we recognize
: ' the importance of communication and cooperation with other agencies
of the Criminal Justice System and community to prevent and reduce

a

crime.”

Dean Askeland * Major Ira Jenkins
Assistant Director City Police Department
Jackson County Juvenile Court Kansas City
Services
Kansas City John Knaus
‘ Executive Director
o Robert Belland M.C.C.Jd.
Project Director Kansas City
Youth Service Bureau
Kansas City Ralph L. Martin
Prosecuting Attorney
James Bergfalk * Jackson County Courthouse
® Director Kansas City
Jackson County Department of
Corrections Judge Timothy O'Leary

&)

Kansas City

Michael Bestor

* Member of Central Group

=16~

Jackson County Courthouse
Kansas City

® Director of Manpower James Reefer *
Jackson County Courthouse Director
Independence Kansas City Department of
Community Services
John Cavanaugh Kansas City
°® Dismas House of Kansas City
o Kansas City John R. Varvaro
Division of the Services
James Holman Kansas City
Regional Administrator
State Office Building
Kansas City



PLANNING CROUP
5T, LOUI3
MISSOURI CORRECTICONS
MISSION STATEMENT
"The Mission of the Corrections Component of the Missouri Justice

System is to promote public safety and protect individual rights
by providing needed services to the accused and the offenders."

Vincent A. Banks } Charles Mann
Director Director

- Community Treatment Center St. Louis Bureau for Men
Missouri Department of Corrections St. Louis
St. Louis :

_ Mrs. James McClellan
James Damos Director
Chief Women's Crusade. Agalnst Crlme
University City Police Department Sst. Louis g
St. Louis : : o
Ms. Betty Patton
Rudy J. Dyer Deputy Chief
Director St. Louis Juvenile Court
City Courts Probation & Parole St. Louis
St. Louis '
' Dr. William Pearson
Rénald Hardgrove St. Louis Board of Education
District Supervisor ~ 8t. Louis
Pre-Trial Release Program
St. Louis Leo G. Plante
. St. Louis County Jail
Vearl Harris : Clayton '
Regional Administrator &
State Board of Probation and #loyd Richards
Parole : Executive Director
St. Louis Region V - MCCJ
- 8t. Louis

William J,., Hennessey, Jr. * '
Commissio’ier , Harry Toder o
St. Loujs County Department of Dismas House

: Welfare ~ St. Louis
Clayton , R

Edward F. Tripp * , g

Thomas Mangogna * Director )
Missouri Halfway House Assn. St. Louis City Dept. of Welfare
c/o Magdale Foundation St. Louis
St. Louis ‘

Herman® Wood *

Director

St. Louis Company Dept. of
Probation & Parole Serv1ces

* Member of Central Group r Clayton

LY
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ENVIRONMENTAL ANALYSIS

The purpose of the environmental analysis was o id=ncify

the environmental factors which cannot be directly zonitroiled out

have a potential positive or negative impact on the organization.

This was a nucleus effort and it was hoped thét over time some
centralized point in the system would be responsible for maintain-
ing and updating this data for distribution to the people involved
in planning. From the point of view of the AMA project, it was
essential that the group agree on the major environmental assumptions
nsed in planning. Although the exercise provided an interesting

forum for discussion, it was not refined to the point of being a
}

working tool for the organization. With more responsibility assigned.

to the Jefferson City planner for developing planning data, it is

hoped that some future refinements will be made.

-18-
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ENVIRONMENTAL ANALYSIS
FACTOR ' ASSUMPTION
1. Inflation Revenue will not increass proportlonatclv

at the local level with a decreasing ahaLe
in 1976, and cost of staff will increase.

B

2. Tax Base High unemployment will cdntinue for at least
Unemployment 2-3 years and with an estimated 19 month lag. ’
Total Personal Income Will continue to affect crime rate even af ter ?
Per Capita Income employment increases. g )
Tax Rate

3. Crime Rate 17%/year increase in crime, adult and j&venile”
Type crime rates move in tandem witlr the juwvenile
Age and Sex rate approximately % of adult rate. More o

crime with more women and mcre juveniles.

Trend data forecasts should be developed
covering crime, arrests, corrections, ROR" :
commitments, etc. ; , B .

4. Social Attitudes Harder attitudes‘toward grime.

5. Population ‘ Age shift to 25 and over redu01ng,cr1me and
Age configuration & = fairly stable mlgratlon patterns. = - . ‘
shifts ' P u
Geographic Shlft ' ’ : g
Gr \Jwth
6. Standards and Goals Within two to five years, a statew1de program
o - - -will be in effect. ,
. 7. Role of Judiciary More judges, speedier process, increased” load

on the system including pardens and paroles.
Diminution due to.elimination of status
offenders in juvenile area and lack of
sufficient judges.

8.. Legislation Significant modlflcatlons to criminal code.

Expansion of juvenilie system.

- Mandatory sentences with establlshed mlnl/
max range

- Elimination of parole

-~ Elimination of juvenile status offenders:

- Mandatory death penalty

9. Federal Funding . : Continuation of bloc grants, no increase in
' overall dollar funding, but 25-30% 1ncrease
in juvenile and 20-25% in courts. o ) !

10. Technology ' - EDP-Info gatherlng system within 2 years
Processing - More/stanuardlzatlon of institutional design
Institutional Design wwth greater recognltlon of prisoner rights.
Treatment/Education . Sitaller & closer to populatlon centers. j
EDP - More transfer of processing technology, = 4

freeing manpower for more productlve needq.’

11. Availability of Private Shrinking ; o ;
Funds , . , ; | ' R S

R

=19-
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FUNCIZOm AL ANAOYREYS

The functional analvsis was designed to determine the major
functional breakdowns of the MDC, the histo;ical and proiected
work volume in each of these areas and the percent of resources
allocated to each. The breakdowns ware generally accepted as peing
valid, and some data was developed. However, the validity of the
data base was questioned since there were some reporting iﬁcon—
sistencies.

It was generally felt, however, that the exercise did provide

a better perspective as to how the resources in the system were

being allocated and did provide a workable structure for developing
veaknesses and strengths and provided a framework which was helpful -

in thinking through the objectives of the systems and major strategic

recommendations.

It was also hoped that this data would be projected out 5 years

to provide a base on which to determine future workloading require-
ments. However, this was not done for reasons of time and data

problems.

‘f20“
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MISSOURIL CORKECTICNS COMPONENT

DISTRIBUTION OF RESCURCES BY MAJOR FUNCTION

FISCAL YEAR 1973/1974

FUNCTIONAL ANALYSIS

///

Pretrial (or Adjudication Expenditures & Pessonuel
a. Preventive or Diversionary Services $2,163,429 4% 35
b. Residential/Institutional Services 3,840,963 8% 514
c. Non-Residential Services ' 4,816,050 10% 167
‘ 10,820,442 22% 377
Posttrial (or) Adjudication
a. Residential/Institutional Services $28,176,417 58% 1983
b. Non-Residential Services 9,685,000 20% 863
37,861,417 78% 2846
Total Pretrial and Posttrial $48,681,859 100% 3623

-21-




LU N BT AL OV T
IR AR J SIS

From a planning point 2f view it was essential to inventory
the weaknesses which inhibit the achisvement of the major objectives
of the system. Subseqguently, when ~bj=ctives and strategies were
developed, this inventory would be reviewsd to deéermine if the
plan had eliminated or minimized the stated weaknesses. If not,
then specific strategies to eliminate a problem could be developed
for each functional class and then a consolidated list covering
total MDC was developed.

The Jefferson City list was first devéloped and then reviewed
With the Kansas City and St. Louis groups. For report purposes
the separate lists have been merged. In general, there was a high
level of agreement as to where the weaknesses in the system were.
From a planning point of view; the high priority weaknesses were
the lack of planning, lack of a sound data and data reporting systems
and poor communications. Thege served to reinforce the urgent need
for planning in the organization, since the planning effort focused

heavily on developing an adequate data base and involved all of the

MDC components in planning.

-22-
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10.

11.

[
N
@

13.

14.

WEAKNIESS UL

CORRECTIONSG CVEALLL

Need for greater integrated planning.

Lack of uniform data——ga ther i]’le, and re el e o ing SUstwn., .
ot
Lack of communications batween compeonants 0f tie A BUem.

Lack of public understanding and diversity of public atticides towaxd
correction.

Lack of communications with other criminal justice system agencies.
Multiple autonomous political units of government.
Lack of unified effort to obtain a broad political hase.

Conflicting philosophical viewpoint in all areas of the Justice Systemn.
Juvenile and/or adult.

Lack of visible constituency.

Need for improved salary structure, programs for selection and training:
to achieve professional status.

Ignorance as to the cause of crime and lack of wvalid means for changlng
behavior.

Lack of sufficient funds to research data to aid in improving or chang-
ing human behavior.

Limited academic programs designed to meet the needs of those interested
in corrections.

Lack of adequate staff and facilities to perform required services.

,/‘/



WEAKNESSES

1-A PREVENTIVE /DIVERSIONARY

W
L 3

Preventive

Need for a clear-cut mandate as to what the role of Corrections
should be in the area of prevention.

Diversion

1. Lack of public support, understanding and sympathy

2. Lack of local funds

3. Lack of clear legal basis

4., Prosecution and judicial hesitancy

5. Reluctance to reallocate correctional resources

6. Lack of Youth Services Bureau; limiting role of court

7. Inadequate information and evaluative tools tc determine
eligibility for program

8. "Diversion" should be better defined.

PRETRIAL RESIDENTIAL/INSTITUTIONAL SERVICES

1.

2.

Inadequate funding (resulting from public apathy and legislative
indifference)

Insufficient and underqualified staff (due to inadequate induce-
ments to hire, train and retain staff). Improved.

Crowded conditions fostering inadequate safeguards and loss of
basic human rights, due to:

a. No control over interrelated elements of the Criminal Justice

System
b. Ineffective, inefficient and discriminatory processes
c. Inadequate screening processes
d. Inadequate facilities
Limited resources for alternatives to custody pending trial
Inadequate community residential space to meet offender needs

Lack of speedy trial

PRETRIAL NON-RESIDENTIAL

l.

Lack of acceptance of Release on Recognizance

a. Courts (uneven application)

h. Public

Lack of program while on Release on Recognizance

Inappropriate bonding

Lack of speedy trial -24-
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2-A  POST-TRIAL RESIDIWTIAL 1850

'»‘ a il ..f\ u'.'v:.. uﬂ'

et v et

THTIONAL SERVICES

1.

FPacilitiesg

a. Non-urban loec.at]

b. Poor phy51pa» Coornd L
maintain, poor Lavoa,
ity (antiquated jaiis)

Loms (scate)
~itons: too large, un

safa,
Lack of program ar

Ted

Personnel

a. High turnover (30
b. Shortages cf per

c. Lack of training
d. Non-competitive wages

son_el

Operations
a. Funding authorities’

old,

expensive to
lack of flexibil-

conceptlon of Corrections Department

requirements conflict with the philosophy of professional

corrections staff,

resulting in poor funding priorities

b. Inadequate funding to provide for basic offender needs -

including medical, dental, physical, etc.

Programs

a. Lack of planning and coordination resulting in fragmented |

services

b. Lack of mandated and funded statewide standards
continuity

¢. Resource utilization and allocation lacks

~d. Specialized treatment services lacking

POST-TRIAL NON-~RESIDENTIAL

1.
2'

3.

4.

5.
6.

Insufficient staff to maintain supervision

Need for an 1mprov¢d accountablllty

ey

Lack of 1nter—agency cooperation and coordlnatlon, state, county

and city

R
/

Legal requirements to take 1nd1v1duals better svaed by other- I D

agencies

Fragmentation of juvenile probation serv1ce§

I
]
/

)
< T

Lack of uniformity in juvenile detentlon/release policies and

practices

20
NS

Judicial does not recognize 1ocal expertlse as an. avallable R

resource

’-25— : ' &
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Thezoretically this invenitnrr is developed to identify

offset 0 weaknesses and as a reminder to the
there is some potential for future optimism.

.

this proved not to be a controversial area.

-26~-
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STRENGTHS

.....

CORRECTIONS SYSTEM DVERALL o e

1, Increased involvemant of minorities at all levels of the criminal
systam.

1-A PREVENTION/DIVERSTON

Prevention

l. A recognition by the correctional system that it has a :
responsibility in area of prevention, 7 S &
Ty

2. There are technical resources within the system to implement h
prevention programs.

Diversion

1. There has been so much neégative press on failure oF system~ the
public may be ready to support new concepts.

2. Limited available studies indicate success potential at minimum
cost to public.

3. Successful diversionary programs do not label, restrict rights,
or stigmatize involved individuals.

4. Diversionary programs free court dockets to. expedite due process.

1-B PRE-TRIAL RESIDENTIAL/INSTITUTIONAL SERVICES » , 7@

1. More judicial response to individual needs, facility inadequacies
and discriminatory practices.

2. Special interest and pressure groups are edvocating for and :
politically jsupporting facility modlflcatlon, staff development, ©
program improvement.

3. Communltles are becoming more tolerant of non—lnstltutlonaL
alternatives to detention, thereby opening more. options for humane
treatment and 1ncreased societal re-integration. :

®
4. Increased use of ROR and supervision in lieu of lock-up, and
diversion of individuals with non~criminal problems reduces pressure
on facilities. . E
[0} X
5. Technological advances improving facilities and programs. J
L 5 3

-27-
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STHENGTHS

1~C PRE-TRIAL NON~RESTIENTIAL

B

-—-

2.

3.

Statutory base Ior ROR , , Y

N
precedent for relezse rather than holding juveniles which reduces
prassure and coOSsts

Nationdl Movement:

a. Advisory commission on standards and goals
b. National clearing house
¢. Priority on funding

2-A POST-TRIAL RESIDENTIAL/INSTITUTIONAL SERVICES

1.
2.
3.
4.

Increase in public'awareness of current problems
Participatory management emphasis ({(state and local)
Recént (3 to 5 years) additional funding at all levels
New program deVelo?ﬁent at all levels

Significantly more volunteers

Offenders are more aware of their rights and therefore are
demanding, outspoken, etc. (MAY BE GREATEST STRENGTH)

More of unified effort throughout system
More community based emphasis at all levels

Higher quality staff and improved training

. 2B NON-RESIDENTIAL POST-TRIAL

1.

Uniform professional approach

Use of community resources

Quality and dedication of staff

Greater community involvement and awareness of process

Provides integration into offender's indigenocus area - where
problems originally occurred

Lower cost per offender and greater cost benefit

Greater variety of program alternatives permitting meeting more

of individual needs of offenders
)

it
i
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CRITICAL TS58UES

In order to better deal with the possibility of a sidden
agenda in planning, it was felt that it would be haipzul wo idenbifs
those major issues on which a consensus in the system aould not he

voluntarily achieved. Although the areas identified wevre, by nature,

)

. controversial, there was little controversy among the group in

deciding on this list.
Little was done with these issues since, by definition, no

agreement would be reached on any strategy for resolution. However,

“the list did play an important role in weeding out areas where a

common interest did not exist. In view of its organizational
structure, planning could not be mandated. Any planning action
taken in the system had to be a voluntary commitment. Shjectives

and strategies in the area of critical issues therefore cculd be

weeded out early.
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CRIOTCAL YURURS
(R Driority)

ple wili commit time and resources o Jdialdove and

-
L. < J
axchange ¢f datae wuoh ovher elements oF the zystem and ©o not
fenis £ ich the svstem as a whole. ey

<
H

b. Nezed far 4l
Corrections,

2. Resource sharing in areas of program and housing
3. Statewide Dive:sion and Relesase on Récognizance
4. Statewide Unified Juvenile System

5. Statewide - Community reSidential program on a unifiad cocrdinated basis
6. Juveniie vS. A&ult Processing
7.vRole of Prevention |
B;aSentencing

9. Effectiveness of Rehabilitation
10. Attitﬁdes toward offenders

11l. Criteria and procedure for parole

' -30-
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Key Re

i

wlt Ar-as wer2 in many ways one of the most important
exerciseg undertaxan. It usks the gquestion as to what areas of
correction are most rritical to long-range success and then asks the
gquastion as to how they sudald b2 mzasured. |

In the first meeting with the Jefferson City group in St. Louis
a full day was given to the developmeni of XKey Pérformance Areas’and
their measurement. No recommendations for dhange‘were made by either (%
the St. Louis or Kansas City groups. In genefal, the quality of this
breakdown was excellent and provided a sound base for subseqguent ‘ f”@
objective setting. |

Two major problems surfaced in this area. .First as mentioned
in weaknesses, little data was available to indicate the overall

effectiveness of the corrections system in the major performance — -

areas. Sécond, the data, although critical, was difficul£ if not
impossible to develop on a Vbluntary basis. In each of three | é
subsequent meetings that were held, participants came-in with no B
" data. |

Using the Key Result Areas as a springboard to objective‘ | ,é
setting, the Jefferson City group paralleled each key performance
indicator with an objective; essentially setting éfdesired performance
norm for each of approximately 40 key performance areas.

At this peoint the data problem again surfacedlgince the perform- ;
ance norms (objecgﬁves) established,could not be guantified. » v o ».i

Another problem then arose which was the impoSsibility of | |

dealing with much less making a commitment,to the achievement of

over 40 objectives.

1
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KEY RESULT AREAS

KEY AREA
1. PROGRAM EFFECTIVENESS

a. Community Protection

b. Growth of Offender

Sy
e

€ 'il.

c. Basic Individual Rights

d. Offender Moraie

2. COMMUNITY SUPPORT

n W
L] .

|

MEASURE ~ *KEY INDICATOR

Number of escapes _
Recidivism vl
Cases referred for prosecution -
while under jurisdiction

Offenses committed while under
jurisdiction

Absence of conduct violations
Educational/vocational advancement
Job placement/retention

Percentage of goals achieved

Percentage of court actions dismissed
Citizen/group complaints and protests
Periodic staff surveys

Number of institutional disturbances

Number of formal complaints and number

of offenders filing writs and other

types of litigation

Staff ratios by type of employment

Percentage of offenders participating

in remedial programs

Incentives and rewards

Tabulation of

negative

Public involvement:

a. Number of volunteers

b. Number of orxrganizations involved
and extent of involvement

c¢. Hours given

Number of hours involved in obtaining

public support

Public questionnaires

Financial contributions

Funding trends:

a. Real dollars

b. Percentage of total budget

Favorable vs. unfavorable legislation

as perceived by the agency

Reports by investigating groups

‘o
news coverage-positive/

* Require more indicators in non-institutional area.

'32f



3. JUDICIAL/LEGAL ATTITUDES 1. Use of various rehabilitative

KEY AREA MEASURE - *KEY INDICATOR

AND SUPPORT alternatives: ©
a. Analyze prosecutor recommendatlon
patterns :
b. Analyze sentencing patterns
c. Analyze use of pre=trial dlver51or,
probatlon work—release, and
revocation
2. Average length of pre—trlal delay
3. Pavorable/unfavorable publlc state-
ments as percéived by the agency

/

.

4., FINANCIAL SUPPORT 1. Percentage of change over previous

yvear (including inflation)

2. Number of new sources of revenue
(public and private)

3. Percentage of budget requests- actually
funded e

4. Degree of agreement between requested
priorities and mandated priorities &

5. Percentage change of revenue available
allocated to corrections per unit of ¢
government ‘

5. STAFF | “ L
a. Effectiveness 1. Percentage of pre—establlshed W
ohiectives achieved

cbjecti achieved N S
2. Training ‘
3. Percentage of promotion from within
the agency :
4. Backlog of applications for new . 6
positions : o
5. Level of financial support on
personnel budget items

b. Morale - 1. Rate of turnover
2. Percentage of increase or decrease in e
absenteeism or excessive use of leave
3. Number of pending applications by {
staff for promotion ‘ o
4. Percentage seeking outside related
training or education
5. Staff attitudinal surveys
6. Number of pending applications for
outside jobs .
7. Trend toward immunization : i

:\\/’}
: b

* Require more indicators in non-institutional area. . e e wxé~mweuj
. . ) o ) )  §1
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KEY OBJECTIVES

The Jefferson City group then extrécted,Q key objectives
which they felt could reasonably be dealt with. These objectives
were then structured in order of prio;ity. A 'T?

As an interesting sidelight, all of this work, excluding the
Kansas City and St. Louis reviews, was accomplished in the first \
5 days df the planning process. The series of meetings subseguently
held were non-productive since no data was developed which’permit;ed
the quantification of the objectives and key result areas. Finally,‘
t was agreed that the two review groups - Kansas City and St. Louis}
should be established as a means of expanding participation and
insuring a fuller guorum at the meetings;

As ﬁith the other plénning elements mentioneﬁ above, the Kansas
City and St. Louis groups reviewed the 9Vkey objectives established
by the Jefferson City group. This review resulted in the addition

of two additional key objectives and a restructuring of their

priority order.

-34-



XEY OBJECTIVES

OBJECTIVE #1 - Coordination - Shall Be Improved within The
Correction's Components and with Other Components of the )

Justice System

a. Missouri Justice Association
b. Implementation of Comprehensive Correction's Planning
including Development of On-going System : _—
¥ Lt

OBJECTIVE #2 -~ Upgrade Institutional System throughout the State

- Jails

- Community
- Juvenile
- Adult

~ Establishment Classification System and Procedures on Offenders

OBJECTIVE #3 - More Effective and Consistent Use of Siatewide
Pre-Trial and Diversion Programs Consistent with Public Qafety

OBJECTIVE $#4 - Improve Staff Effectiveness

OBJECTIVE #5 - Expansion, Support and More Effective Utilization
of Non-Institutional Correctlons Programs Consistent with
Public Safety

ORJECTIVE #6 - Offender Job Placement/Retention; Educational/
Vocational Advancement ;

OBJECTIVE #7 - Accelerate Judicative Process

- Reduce Pre-Trial Delay to a Maximum of 90 Days on a Felony
and 30 Days on a Misdemeanor
- Minimize Time from Disposition to Imposition of Sentence

OBJECTIVE #8 - Number of Volunteers, Organization and Hours Shall
Be Increased Each Year/Communlty Support .

OBJECTIVE #9 -~ Assure that Each Ind1v1dual is Treated Falrly and .
Equitably : ;

o

@

&)

L

OBJECTIVE #10 ~ The Number of Cases Referred or Potentlally Referred .ﬁ

for Prosecution while under Jurisdiction Should Decrease in
Instltutlonal/Re51dent1a1 and, Dlvers1onary/Non—Re51dent1al
Areas : & .

OBJECTIVE #11 -~ The Above Objectives as Related Only to Jﬁvenileh'

=35 T
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STRATEGIES AND ZCUTION BLJ

¥

For each of the first 10 oolectives, strategies for achieving

the objective were developed by the compinad Jefferson City, Ransas
- .':;J

= ¥

City, and St. Louis groups. As with objectives, a number of
strategies were considered. Since it would be impossible to implement
all possible strategies, a small number of key strategies were isolated
for each objective - e.g., in the case of the objective dealing with
improving coordination, 7 strategies were identified, e.g., establish-
ing a Missouri Justice Association; establishing a representative
‘éommittee restructuring MAPPS, use of existing planning groups, etc.
From this, one strategy was identified in the last session to which
some group members could make a commitment to implementation. This

was the creation of a Missouri Justice Association. A detailed

action plan for implementing this strategy had been developed in

this area prior to this meeting (See Action Plan #I - typed on standard

form). This was put aside. A new action plan was developed wi
the focus on establishing a.task force which would then conduct a

feasibility study and lay out an approach. See page on Objective #1,

This proved to be on of the major strategies and action plans
that the group committed itself to implementing after the last AMA
session. |

ﬁ‘This process was duplicated for all of the other objectives.
But again, it was recognized that the group would probably not be
able to make a meaningful commitment of time to the achievement of
approximately 22 additional strategies designed to achieve the other
9 objectives even though in most cases an action plan for implementa-
tion was developed. |

i

A
4

W
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STRATEULES AND ACTION PLAWS {Continued)

- From these 22 strategies and associatad action plans, a few ot
more were identified to whicn the group would make aycommitmé,t to“.
achievement. These included: | )
Objective #2 .~ Strategy #l1 dealinyg with standards nya
’ Objective #3 -~ Strategy #L dealing with developing
resources for use in diversion
Objective #4 on staff effectiveness _‘9
Objective #5 on expansicn of community treatment centers |
Objective #6 on job placement e
Objective #8 on use of volunteers o
In parting, it was recognized by the participants that even |
the above areas might be an excessive commitment to make on a strictly @
voluntary basis. o
At the close of the.session, bécémber 9, it was hoped Ehat a'“ n
future meeting could be established to cdatermine what progress p
might be made in the above areas, but financial arrangements could
not e made. ‘ ) 3
In conclusion, particularly in regard to the above sectioﬁ on (5
strategies and action plans, many of the éérticipants in the group
felt that the unique value of the AMA approach was its emphasis on
- taking planning from abstraction to action commitment. It is” | °
unfortunate that more time could not have béen found to invest in B
this uniquely critical and important area; °
| {7 " ; | ’ 6‘1




ADULT CORRECTIONS

CTIVES, BSTRATEGIES
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Cbievtive 7L - Locrdrinas=ion ~ Shall Be Impraved
- - . I ¥ e
witnin ks oo 'g?h-or‘s Components and with
other Comzonsrs; 2F she Justice System .~

Strategy #1: “stzokish a Missouri Justice Association

NAFRATIVE v

Description of Probluza:

corrections in Missouri are as nanifuld

Whereas the needs of as
the separate agencies who wo*k w1th these needs, and whefeas 1t is

recognized that these componentsfane Jacking in a unlfled eﬁfort
to provide and perform"thesefServices, the Comprehensive,EIEnning
Committee for Correctlons hae sugge sted an organization entitled

the Missouri. Justzee Assoolatlon.u

The call has arlsen many tlmes befone for a coordmnateJ*and inte-

Y

grated system in’ rorreotlons dve to the rlslng 1nc1dence in crime

and the confllcts due to;éhe overlapplng of programs, systems and

gservices of correcticns in Missouri; The need for the integration
of efforts is self-evident to oorreotlonal admlnlsmrators, courts,’

police and the public at Large, The lack of ;ntegratlon in provis-

systematized. "

L4

There has been in the ,past numerous plans for comprehensive and

ions in Missouri.

H

While progress has been ev:dent, the need exists for a base to

coordinated systems of coxrect

a0

1mplement correctzons plannlng for the beneflt of all components of

the system. The Mlssourl Justlce Assoo1at10n would therefore be

functioning in an advocatoly role, seeklng leglslatlon to accompllsh

i

p“annlng efforts«

pec1f1ed objectlveb resultlng from correctlons'

IR

if indeed, we can view our efforts as somewhat

ner
- *
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Objective #1 -~ Coordination - Shall Be Improved
within the Corrections' Components and with
other Components of the Justice System

Objectives: , ' A
To organize a Missouri Justice Association through the action

steps suggested by the Statewide Comprehensive Corrections Planning

- Group to accomplish the mission and the eleven major objectives

isolated by the group.

The Missouri Justice Association would act as a clearinéhodse fér
all componenfs of corrections in Missouri, as well as act in an
advoéatory role, seeking legislation to accomplish the above ohjectivés.

Specific objectives of the Missouri Justice Association would be
drawn from the commonalities in purpose and goals as set forth by
the member groups, individuals and affiliate groups which would

comprise the association.

Evaluation Design and Methodology:

The evaluation of the Missouri Justice Association will be based
on the success it has providing services to its members, and accomplish-

ing the objectives previously set forth. To aid in design and to refine

‘the methods employed by the Missouri Justice Association, we propose a

Missouri Institute of Corrections.

~40~-
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'@ " Objective J‘l - Coordlnatlon -~ Shall Be Improvea
within the Corresctions' Components and with
- Oother Components of the Justice System

. POTENTIAL SOURCES OF REVENUE TO SUPPORT THE
MISSOURI JUSTICE ASSOCIATION .
1. Project Annual Income
® Membership
A. Agency . 3,200

B. Individual

s 1. Professiénal 2,500 @ $15 o 37,500
) 2. Associate (prlvate c1tlzens) . -
500 @ $10 | | 5,000 ‘
3. Students.500 @ $5 . 2,500
¢ c. Affiliate Associations @ $200 .1;000
| | 49.000 -
2. Endowment from foundatlons,.other organlzatlons, and individuals_
." | 250 000 built over 12 month period producing income to |
$l7, _ : 17,500
| ' 66,500
o B 500,000 buil{: over 5 year period prodncing 34,006
| | L | 84,000
3. G;anﬁs ffom:
@ : _ _American "Justice Institute
Américan'Bar Association
American Correctional Association
® ﬁational‘Council on Crime and Delinguency s T o T
Foundations |
Potential S 50,000 up o
o , e : 134,000 ' B 4
S I | . o | s

/ Items 1 and 2 would provide a base income to"guarantee continuatlon
' "of the Association. Grants would provide financial a551stance for i
short term (one to two year) progects. ~ :

g
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Objective #1 - Coordination

Action Steps to Accomplish: . _ why

1) Appoint task force.
2) Appoint Advisory Cémmittee to guide task force.
3) Survey and catalog goals, objective activities, and organization
structurevof target and related associétions.
4) Define MJA scope - purpose.‘
5) Aﬁ&lyze potential MJA organizational envirdnment.
'6) Develop financial support plan for submission to Acting Board.
7) Prepare draft proposal for organization of MJA and present to
Advisory Committee for revie& and comment.
8)AnSu5mit propesal to key decision makers of potential cbnstituént
groups fot reaction. |
9) ‘Révision Of MJA proposal in light of input from potential
constituent groups and submit to key décision makers of potential
"constituent group for pféliminary commitment. |
10) Establish Acting Board of MJA from key decigion makers of
present organizations. : |
11) Approval of financial support plan.
12) ’Select acting Chief Executive officer for MJA.
13) Disolve action plan task force and advisory committee.
14) Develop proéram plan proposal and submit to board.
15) Develop plan to obtain adequate membership.
l16) Approve plans for implementatidn._ (check point)
i7) Implement membership and financial plan. (obtain legal status)

18) Eléction of Board and officers of MJA.

-42-



'Objective #1 - Coordination

19) Implementation of program plan.

20) Evaluation of financial and membership plan and submit to

L

i

Acting Board.
21) Approve evaluation of financial and membership pians.
22) © BEvaluation of program plan effectiveness and submit to board

and officers. {check point)
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Objective #2 - Upgrade Institutional System
Throughout the State

Jails
Community
Juvenile 4 , } g |
Adult : : ",""
Strategy #l: Establish Minimum Standards
o

Programs:
1. State Committee

a. Personnel ) .

b. Classification : ®
c. Records and Statistics

d. Segregation (Sex & Crime)

e. Public Relations

f. Programs

g. Recreation

h. Discipline : ®
i. Plant :
3. Reception
k. Support
1. Medical
2. Definitive Legislation - Type I, II, III & IV ®

3. Timetable - 3 years
To Be Operational
47' Establishment of State Inspection and Enforcement Team ®
I. Police Holdovers
II. County, City & Municipal Jails & Corrections

III. State Operated Institutions
IV. Community Treatment Centers

Action Steps to Accomplish: ¢
1) Appointment of a Standards and Goals Committee consisting of
311 authorities having responsibility fqr the application of the
custoc}y rule. b
2) Draft model legislation defining various type institution.
3)’ Draft model 1egislationvestablishing a 3-year timetable for
\ ®

all. types to come into minimum standards.

'~ 4) Establish State system of inspection and enforcement unit.

e
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Cbjective #2 - Upgrade Institutional System

0

vaaring

¥,

Strategy #2: Contractual

Programs:
1. Establish Registration System & Cléaring House
2. Establish Legislation

Action Steps to Accomplish:

1) Draft legislation requiring all residential facilities to

register with a central clearing house. (Main purpose: dquick access

to a certified resource.)

2) Draft legislation for the State to subsidize the local authority

using contractual service.

5

- ..J::l _ | | b e
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Objective #3 - More Effective & Consistent
Use of Statewide Pre-Trial & Diversion
Programs Consistent with Public Safety

V.';“';J

Strategy #1l: Dévelop Resources for Use in Diverting
Pre~Trial Individuals, Juvenile and
Adult

Action Steps to Accomplish:

1) Disseminate results of a pre~trial survey conductea by State
Supreme Court Administrator to each Magistrate & Circuit Judge in
the state--contact State Supreme Court Chief Justice to plan a |
conference on pre-trial programs to include discussion of Bond
Commission.

2) Approach the State Bar Association & State Prosecuting Attorney
Aésociationwfrom standpoint of support (possibly maﬁpower and/or
financial assistance) in impleménting pre-trial diversion.

3) Missouri Division of Youth Services prepare in cooperation
with Juvenile Courts a comprehensive plan for release/diversion of
juvenile referrals, |

4) Missouri Division of Erobation & Parole seek funding to establish
pre-trial/diversion programs in 6-8 counties (based on population &
results of the above survey) where such programs do not exist.

Strategy #2: Publicize Diversionary Options and
their Effectiveness

Action Steps to Accomplish:

B 1) Write pamphlets describing: (a) Pre—Trial Release and
(b) Diversionary programs for distribution on a statewide basis.
2) Tape 2 public service announcements describing pre-trial

programs'for release to radio & TV stations statewide.

-46-



tive #3 - More Effective & Consistent ,
lise of Statewid: Pre-Trial & Diversion : p
i

3} MJOA will assess existing diversionary programs throughout the,

¥

H

State in the juvenile area and will publicize those programs found to
b2 effective. Dissemination of information will be through statewide
news media in addition to such corrections publications as:

"The Commitment," "MJOA New" and "MCCJT News."

i 2 . ' ) . [

e
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Ob*ective #4 - Improve Staff Bifectiveness
MARRATIVE

&he Missouri Statewide Comprehensive Corrections Planning Group
has identified the improvement of staff effectiveness as one of the
major goals for Missouri's Corrections system. Strategies which
have been identified to achieve this goal include:

A. The establishment of a State Training Cénter;-

B. The establishment of miﬁimum standards for the selection
and training of personnel;

C. The development of a corrections career path program; and

D. The development of an employee performance appraisal and
- evaluation system.

The fact that the Missouri Corrections system is an aggregate of
various jurisdictions précludes the development of statewide career
path and/or employee appraisal and evaluation programs. Programs such
as these would be most appropriately developed and implemented on a
jurisdiction basis.

The creation of a State Training Center and the establishment of
minimum standards for the recruitmentvand selection of Co;rections
personnel'can be accomplished on a statewide basis. It ié felt that
with a commitment from and cooperation on the part of the members of
ﬁhe Comprehensive Statewide Corrections Planning Group that a mech-
anism can be developed to provide training and selection standards
and the means of meeting such standards.

The mechanism pfoposed here is the establishment of a Missouri
Institute of Corrections which would, as a hot-for—profit group,

repﬁrtlng to a board of directors (poss1bly the Board of the proposed
“

~ Missouri Justice Association) and afflllated with a major college or

unlver51ty. The Institute would provide twe follow1ng services:

-48-
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. OCbjective #4 - Improve Steff Effectiveness

y A.
@
@

B.
@
. Co
®
®

D.
@
L

E.
o
L\

In-service training programs. Such programs would be

developed by the staff to meet the needs of Corrections i

44
oy

agencies throughout the State. Such programs would be

developed for on-site presentation.

Curriculum Development. Curriculum development would

be developed for the training of Corrections prefessionals
throughout the State. Again, such.programs would be

structured for on-~site presentation.

' Technical assistance would be provided through resources

available through an affiliate university, the staff of-
the institution and a pool of professionals available
through the Miesouri Justice Association. Expertiee
would be available to all jurisdictidns on an as need
basis. Technical assietahce would inclqde program
development, maragement development, research, and

evaluation.

The Institute would also, based on identified needs,
sponsor symposiums geared towards the implementation of
new approaches and/or the investigation of major issues

in Corrections.

The Institute, in cooperation with the Missouri Justice
Association, would provide a mechanism for periodic

publication of new and innovative studies, case histories,

“etc., which@may‘be of value to Corrections professionals.

- This woﬁld be in the form°of'a journal.
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Objective #4 - Improve Staff Effectiveness

There is a real need to develop a focal point for the developmentu
and implementation of programs to train and further the professionéi~
ism of the Corrections system in Missouri. The Missouri Inétitute
of Corrections would address both jﬁvenile and adult concerns. The
attached action steps outline a series of tasks which, if successfully
completed, would result in the establishment of the Missouri Institute
of Corrections. The action steps include estimated costs andvpotential
funding resources.

The Missouri Institute of Corrections would be the first of its
kind in America in that it would not be under the control of any one
agency, public or private, but would be under the joint control of
all Corrections agencies in the State.

With the support and commitment of the Statewide Comprehensive

Corrections Planning Group, it is felt that the successful implementa-

tion of this strategy can be achieved.

-50-
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Cbjective #4 - Lmprove Staff Effectiveness

MISSOURI INSTITUTE OF CORRECTIONS

Partial list of potential funding sources:

1. Foundations
A. Endowments
B. Project Crants  ;; :{ f;@
2. LEAA grants
3. The National Institute of Correctigpgﬂ'
4, The Missouri Justice Association |
5. National Institute of Mental Health
6. The U.S. Office cf Education
7. U.S. Department of Labor
8. The National Council on Crime énd Delinguency

9. The American Bar AssSociation

AN

10. Missouri Association for Social Welfare
11. The American Justice Association

12. State agencies

A
NN

13. Units of general local government in Missouri




Lbjecoive 24 - Ingprove Stal

PROJECTED

SS0URI INS

PERSONNEL:

Executive Director

MAXTMTM BODGET

TITUTE OF CORRECTIONS

Director of Professional Development
Director of Management Developnant
Director of Research & Statistics

Clerical (5)

Total personnel including fringes: $125,000

OPERATING EXPENSES:

Office 1,200 sg. ft. $5
Telephone @ $200 p/m
Printing supplies

Office supplies @ $200 p/m
Publication and memberships

TRAVEL:

For 4 staff at $300 p/m each

CONSULTANTS :

Part-time assistance

6,000
2,400
1,000
2,400
2,000
13,800

14,400

20,000

173,200
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Action Steps to Azcempl.ian:

Cojective $#4 - ¢h0ru 2 8RatI EBflec cziveness

o .
' Create Srate Training Center -
“Establish Minimum Standards for
LSelection. aha Training

LN

v et . .

1)
2)
3)

4)
5)

6)
7)
8)
92)
10)
11)
12)
13)

14)

‘Approve evaluation of f£i

ox@e £or ﬁ'Missauri Inst

&

Appoint Advxsq* ‘

itute of Corrections.

;,A't"h N

Appoint task

pmlntea to guide-task force.

Define MIC scope - purpgs&, organizational structure and
programs." o e TTm / '

w7

Develop Llnaph al Ruﬁportwplantfor submission;to actingnBoard.

Submit propoqal to- kcy deﬂlalon makers of potentlal sponsorlng
1nst1tutlons for reactlon. (colieqes and universities)

Appoint actinq‘Boara. " o

-

Approv&W of Flnan01a supporc plan,’

Select. artlnq Chlef Execut¢ve offlcer for MIC.

e

Dissolve actlgn plan tdskwforce and advxfory commlttee.; S

i

(obtaln legal status - appOLnb BoardJ

it

Implement flnanplal plan,

2

Evaluatlon oF Flnanc1al péan effectlveness and sdbmlt to Board

\ r

Implementatlon of Drogram plan. ok : R

Evaluatlondpf @rogram glan e¢rect1vess and submlt to Beard.
(check point) O P S L

1y

-

&

7
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Objective #5 - Ixpansion...o
Treataent Centetrs & Prohati

Community
&

c
=
on Parole

Strategies #1: Establish committ«e representing the three major

metropolitan ar=as to contact adninistrators of
Area Treatmant Centers, regarding establishment of

minimum ztandards.

-

#2: Develop procedure for enforcement with provision for
licensing of halfway houses as a possible alternative

for enforcement.

Action Steps to Accomplish:

To be determined.
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Objuctive #6 - Offender Job Placement/Retention;
Tincational/Vocational Advancement

Stratsgies:
1) =Education

A. Assess gvstems present capability to provide training

respoansive to individual offender needs; including industry,

unions, etc.

b. Contracts and/or agreements with educational agencies.

2) Job Placement
: a. Expand pre-release and halfway house program.

b. Increase funding for: Jcb Placement
Services

c. Clearing House
- Increase effectiveness of Employment Security
- Coordinate with local Business Associations

3) Support legislation to eliminate barriers to ex-offenders.

4) Promote value of ex-offender as an employee.

Action Steps to Accomplish

To be determined. : }
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Objective #7 - Accelerate Judicative Process

Strategy #l: Expedite Judicial Process
Strategy 42: Document and Publicize Nature of v
Problem

Action Steps to Accomplish:

1) The 3tate Planning Agency (MCCJ) does a statewide survey to
determine length of time from a2»rest to disposition for adults entering
the criminal justice "system."” The survey will determine length of
time in each stage of the adjudiéative process and pinpoint areas and

reasons for excessive delay.

1‘2)‘ On completion of above survey, on the basis of existiﬁg-récommended
standards, and with input from various components of the justice systems,
‘ MCCJ‘wili develop and publicize a recommended standard for time period
from arrest through each stage of the ?rocess through’final disposition
(Federal Standards in process of implementation call for 20 days from

arrest to trial).
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Objective #8 — More Effective Use of
Volunteers and Volunteer Organizations

Strategies:

1)

2)

3)

4)

5)

6

Increase involvement of volunteers in legislation. )
oc.‘:"l

Feedback from present programs in Lt. Governor's office and/or'

MASW on use of volunteexs in Criminal Justice Area.

Increase use of volunteers in implementation of above plan.

Encourage staff development and management support in use of
volunteers. :

Develop job descriptions for volunteers.

Exploration of existing volunteer guidelines for use in Missouri

Action Steps to Accomplish:

To be determined.

o
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Objective #9 - Assure that Each Individual is
reated Fairly and Equitably (within the system)
Probationer/Inmate/Parolee ~ Personnel

Strategy #1: Increase Emphasis on Individualized
Approach to Treatment Needs

Action Steps to Accomplish

Establishment of an Office of Intake to review on a daily Sasis
each new admission (Jail-Detention ?acility) and to effect release
of improperly detainea persons. (USE OF EXISTING STAFF WITH RE-
DEFINITION OF JOB TASKS)

a. Daily Review

1) Adherence to Constitutional Rights
2) Warrant application
3) Appointment of Counsel
4) Setting of Bail/Release
5) . Social/Medical Needs
6) Referral to Social/Medical/Legal Facilities
7) Judicial Righté
Enforcement authority: Judge-Superintendent
Division of Court Services
Welfare Directors
Evaluation of at quarterly intervals
Time Frame -~ Development of job - 3 months

Trial period in facilities - 9 months

-58~
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Objective #10 - Decrease in the Number of
Case=s Referred or Potentially Referred
for Prosecution while under Jurisdiction
in Institutional/Residential and Divexrsionary/
Non-Residential Areas ' )
RN
’ o

Strategies: Nona Determined

Action Steps to Accomplish: None Determined
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JUVENILE JUSTICE

OBJECTIVES, STRATEGIES AND ACTION STEPS

“
e
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JUVENILE

Objazctive #1 - Coordination - Shall be Improved
within the Correction's Components and with
other Ccmponents of the Justice System

ha Charter to establish the Association shall contain

+3

1)
provisions to insure adeguate representation from all areas that
impact the Justice Systen including juvenile and adult. Both‘publ;c
and priwvate groups should be represented. The Chairman of the.
Juvenile Sub-~-Committee should be,a member of the group which isﬁ

given responsibility for development of the Charter or the establish-

ment of the Missouri Justice Association.

o -

2) The Missouri Juvenile Officers Association will give publicity

to the need for a Missouri Justice Association and will determine

et
e

the jovenile agencies or organizations to bz considered for membership
in, or affiliation with MJA. MJOA will make a list ofysuch organiza-
tions available to the appropriate group;

3) MJOA will bring the juvenile agencies or organizations together
to explore the fea51b111ty of membership or parti c1patlon in MJA.

Strategy #2: Establish a System and:Procedure for Planning.

Action Steps to Accomplish:

1) An appfoach will be deteloped,to coordinate the effortsyot
juvenile serving agencies and organizations‘thfoughout‘the State.
The goal of’ 'such coordlnatlon w1ll be to 1mprove Juvenlle servxces ; ; ;
through a system of comprehen51ve plannlng and the development of a “,'x o
State plan. The approach w1]l be developed under the leadershlp of,f' )

Max Brand with the a351stance of Ron Larkln and Ken Hensmck. .

~ .
S o
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Objective #1 ~ Coordination - 5hall be Improved
within the Coxrrection's Components and with
other Components of the Justice System

2) The Missouri Division of Youth Services will provide the
leadership to coordinate the collection aﬁd analysis of data on
juvenile delinguency as spécified in 5.B. 170, Section 7, paragraph 6.

3) The planning group estéblished will determine what additional

data is needed and how it will be obtained.
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CUVENILE

Objeccive 32 - Upgrade Institucional System throughout the State

L}

strategy #3: Estoblish Minimum Standards for All
Instirzutions and Obtain Yunding. o,

Action S5teps to A“cgﬂol-nh

.

1) The Division of ¥Youth Services, consistent with S.B. 170, will
take a leadership role in developing suggested minimum standérds in
such areas as: residential treatment institutions, community group
homes, day treatment centers, detention facilities and halfway housee; %.
The development of such standards'shall'be done in conjunction with | ol
other state agencies (i.e., DMH, DFS and DiviSion of Health).

2) The Missouri Justice Associaticn will introduce and promote
legislation for implementation of the above standards. Such legis-

lation should be prepared by October, 1977.

Strategy #2: Promote Contractual Sharing of
Residential Facilities

I

Action Steps to Accomplish:

1) Each Court A@%inistrator will be responsible for seekinq funds
(local, state, federal), indiﬁidually or cooperatively with other
_jurisdictions, to provide residential services to you£h in their
local communities.

2) Technical a831stance will be provided, upon request, by MCCJ,

DYS and MJOA in order to accomplish the above objectlve.

- -63-
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OUVENTLE
Chyjective #3 -~ More gffective .and Consistaznt Use of
Statewide Pre-Trial and Diversion vongoans

Consistent with Public Safetwv
: I,'J

32 in Diverting

Strateqy #1: Develop Resources to:
tr=nile and aAdult.

x 2
Pre—Trial Individuals, J

,.-

Action Steps to Acccmplish:

1) Each Court 2Administrator will identi ify existing resources in
the community that can be used for pre-trial diversion along with
theunéed for additional resources.

2) Court Administrators will, directly or indirectly, seek addi-
tional LEAA funds for the development of diversionary resources
consistent with Statewide planning. |

| 3)> MCCJ and the Juvenile belinquency Task Force will give high
priority in funding the programs designed to divert offenders from

the system.

Strategy #2: Publicize‘Diversionary'Options and
their Effectiveness :

Action Steps to Accomplish:

1) MJOA will assess existing diversionary programs throughout the
State in the juvenile area and will publicize those programs found

to-be effective. Dissemination of information will be through State-

. wide news media in addition to such corrections publications as:

"The Commitment,” "MJOA News" and "MCCJ News."

-64-
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JUVENILE
Objective #4 - Improve Staff Bffectiveness
Shzategies:
A Juvenile Justice Training Academy should be established for gy

che training of all juvenile justice agency personnel. The Academy '

should

3

ot be a physical facility but rather a small cadre of pro-
fessionals who would be responsible for developing “training curricula,

rranging and providing training programs, conducting tralning assess-
ment studies, and other skill improvement efforts. Strong considera=
tion should be given to developing a university or colleée affilia-
tion ior the Academy. | |

An advisory board should be established to plan, coordinate, and.

supervfseAthe activities of the Academy. The board should be repre-
sentative of the agéncies comprising the juvenilé justice sjstem.

Responsibility: Missouri Council on Criminal Justice
i Task Force on Juvenile Justice

A grant has been awarded to the University of Missouri for the
purpose of establishing a training advisory board which is charged

with undertaking a feasibility study of the Academy concept and the

A

" most appropriate way of implementiﬁg it should the concept prove

feasible.

v

P é“(
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JUVENILE

Objective #5 - Expansion, Support, More fZfactive
Utilization of Non-Institutional Proorams
Consistent with Public Sartety

Strategy #1: Establish Minimum Standards For all Agencies -
and Obtain Funding for Implementation

Action Steps to Accomplish:

1) The Missouri Juvenile Officers Association will develop minimum
standards of probation services, including staff employment, qualiﬁica—
tions, minimum orientation and-ongoing inservice training expectations,
a catﬁlog of standards, compensation and benefits and case ménagement
expectatibns, including the appropriate usé of community based services
as has been priority outlined in Objective #2.

2) Each judicial circuit shall, consiséent with public safety,
assume responsibility for seeking funding (locél, state and federal)
to support the local development of non-institutional programs.,

5) The Missouri Council on Criminal Justice and its Juvenile

Delinquency Task Force shall place high priority upon the implementa-

tion of the Juvenile Delingurncy Act of 1974. This would include

placing high funding priority on those proposals which remove status’

&

offenders from correctional facilities. Preferential consideration
should be given to multi-jurisdictional proposals.

4) The Division of Youth Services shall place high priority upon
seeking funds, state and federal, aimed at the development of local
programs which consistent with public safety, promote treatment of

juvenile offenders in their home communities.

<2
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dbjective #5 -~ Expansion, Sapport, More o : , -
Bifective Utilization of N0u~Lnsﬁ1hutlonal o ;
Programs Consistent cwith' Puol c Safety o R

Page 2 ‘ Vo */,' . - o

Strategy 4#2: Promote Sharing of Responsibility .. (
el tﬂxougn Cooperative Agreements
Action Steps to Accomolish: * - : . 2 !

1) The Division of Youth Services shall assume a lead responsi-

bility in coordinating éfi r t3 with MJOA, MCCJ and/or its JD Task

Force in d eveloplng a btud[ and ) lan whlch pinpoints potential
v i ’ 7
kev areas where multl—]ufuadlCth al working agreements can occur.
Strategy #3:. Devefop Broad Based Community Support
~ ' and Involvement - :

Y

Action Steps to Accomplish: - . R

1) Each agency‘ﬂuvéhile"and adult which proposes to establlsh a
community program shéll prlor to the estaqllshment of .such a prOgram,
inform and advise the affec hed commanlty and its de51gnated representa—
tlves of the services to be prov1dwn, the cllent population to be served
the benefits expected,therefrom, and*shall solicit support and suggest-

jons. S : - : S T =
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JUVENILE
Objective #6 - Offender Job Placement/Retention;
Educational/Vocational Advancement
Strategies: y e

1) The Division of Youth Services will devise a gquestionnaire to

" be sent to each judicial circuit to determine the extent of employment

needs for juvenile offenders. Results of such a survey should be
publicized throughout the State »

2) Division of Youth Services will seek the assistance of the
National Alliance of Businessmen in doing a survey to determine the
types of jobs available to young people throug@out the State. Such
a survey should he ccmpleted and publicizéd |

3) followinq the completion of the above, Division of Youth

Services in cooperation with the National Alliance of Businessmen

'Zwill set up workshops throughout the State, for youth serviag agencies,

to discuss more effective ways of seeking employment f£or young people.

One of the factors to be considered at such a workshop would be how
to implement the development of one organization, in each area, to
coordinate employment for young people.

Action Steps to Accomplish:

To be determined.



JUVENILE

Objective #7 - Accelerate Judicative Process

Strategy #l: Expedite Judicial Process (Pre-Trial

Strategy #2: Document and Publicize Nature of the Problég

Action Steps to Accomplish:

Conference, Exchange of Discovery)

1) MIOA will do aistatewide survey to determine the length of

time from arrest to trial for juveniles in the State.

also determine major reasons for excessive delay. Such a survey will

be completed and publicized.

2) Following completion of the above survey, MJOA will establish

and publicize a recommended standard concerning the time period from

arrest to trial for juveniles.

§i

3) MJOA will work with the local circuits in seeking legislation

to obtain additional Commissioners or

the recommended standard.

Judges necessary to comply with

The survey will



JUVENILE

Objective #8 - Number of Volunteers, Organizations
and Hours Shall Be Increased Each Year/Community Support

. N arréiti;\fg e
Guidelines and standards for the recruitment, training, utiliza- ;

tion and supervision of volunteers should be developed. Technical

assistance and training resources should be made available to agencies

interested in developing volunteer prograns.

| The Missouri Council on Criminal Justice's Task Force on

Juvenile Justice should appoint a committee to immediately

begin drafting,guidelines apd standaids for the utilization

of volunteers in the juvwenile justice system. Guidelines

and standards should define appropriate techniques to be

used in the recruitment and selection of volunteers, tasks

and actiyities both to which volunteers should and should

not be aséigned, and training and supervision standards.

The sc¢andards and guidelines, upon their completion, should

be distributed to all agencies in the juvenile justice systemf

Technical assistance Should be provided to agencies interested

in initiating or upgrading volunteer programs.

Strategies and Action Steps to Accomplish:

To be determined.



@

JUVENILE JUETI?F DBJLOCTIVES

Q
o
k—
{0
9]
o+
e
=t
tg
FHE

f"rr-l =

39 = Assure that Each Individual is Treated o
Faicly

54
i znd fguitably

5‘.

Strategies:

,0—

1. 1Increase emphasis on individnalized approach to treutment needs '
2. Greater incentives for earlv discharge or release.

3. Uniform standards for enforcement of laws and regulations.

fet

Narrative 0y

K

l. In order to insure due process guarantees for juveniles, the —
passage of legislation which will prbvide funds for public defenders

to represent both juveniles and misdemeanants is critical.

Responsibility: Concerted effort should be made by juvenile

serving organizations, i,e.; MJOA, D.¥.S., etc., to répresent this
critical need to members of the legislature during the:current sess-
ion. Organizational Newsletters should be uséa;fb prombtéigenefai |

interest and knowledge about this issue. Timetable:: Immediately.

2. ;Individualized.treatment approaches are éritical to the effective
rehabilitation of juvenile offenders. |
‘a. The Division of Youth Services should develop a classification
system to be utilized by Division perébnnel in c0njﬁnction wiﬁh
Court personnel to determine the treatment needs of youth who
are committed to the Division. Additional treatment altefha—vﬁk
tives need to be:develbped by D:Y.S. personneli

Responsibility: Division of Youth Services.

~71-
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Objective #9 - Assurs thasz ruch Toilridual is
Treated Fairly and hkauitan’s

Juvenile Court personnael .a=zed 2o be trained and-to develop
improved skills in differentlial diagnosis and treatment of
juvenile offenders in locél c¢ommunities. Differential
probation approaches need to be taught to juvenile officers

in individual circuits. Training programs should be developed
for implementation at the state and local level. Short-range
objectives can be achieved through the utilization of MJOA
resources for training in state training seminars and through
grants to regional groups. This is an ongoing need but can.

be partially completed,

Long-range goals should include the coordination of training

of Juvenile Justice personnel from several agencies, Court,

D.Y.S., Police, etc. A state plan for training should be
developed. Responsibility: Missouri Council on Criminal

Justice with related agencies.
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Chiective ®¥13 - The Number of Zases Referred or |
Potentaatl, Ytarzed for Prosecution while kS

Under Junisdickicon should Decrease in
Instituk: #

aal Reszidential and Diversionary/
Mon-Instiltuaciconal Programs
»."i)
Strategy #l: Individual Agsencies and Their Sub-
Sections shall Use a Systematic
Means to Planning and Management

.o

Action Steps to Accomplish

1) Collect base line data which reflects current information as
to the extent and degree of the problem at present.

2) Report and make available to staff and local media the nature,
extent and suspected reasons for the1Current state of aﬁfaigs, includ-
ing projected improvements which are'anticipated. “

3) Develop within each program unit, using key staff involvgd,

- specific objectives aimed at the reduction of violations which occur
while within agency's jurisidction -- i.e., (push planning through -
the use of an MBO type effort to pinpoint areas where deficiencies

exist, improvements are desired, and responsibility and accountability

must be fixed).

=73~ s
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PLANNING DIRTCTOR'S EVALUATION

Some positive results ware achieved by the AMA process. That
more was not accowmplished was partially a result of the nature of

the organization -- three levels of government coupled with many

17

{t

areas of conilicting interests. However, it was also a result of
how effectivaly ths participants and the AMA functioned.
- During the first week of the process held in November 1974,

a major portion orf the plan was completed -~ from "Mission" through

i)
.y N

I

the sort-out of nine "Xey Objectives."” Some excitement was generated

over the prospect of effecting change in the system and momentum was
established for completion of the project. A schedule was then set
for the next five-day session. This session was cancelled and from
that time on, up until June 1975, a number of one-day sessions were
held which accomplished very little except to establish the fact
that data to be developed was not available. During this time,
excitement and momentum diminished. Thre reasons for the repeated
canceliations can only be surmised. Most probably they were sympto-
matic of an unwillingness on the part of some cf the key figures to
give the necessary time to the project. In some cases this was due
to conflicting priorities and in others their cynicism regarding

the program.

In June, the project appeared to be revitalized and two new
groups were establ}shed -- St. Louis and Kansas City. A series of
meetings were then scheduled which were. plagued by a lack of
attendance. Meetings that were held were invariably characterized
by some key figures arriving at their own convenience -- usually

from 1% to three hours after the starting time scheduled. 1In one

session, for example, a meeting scheduled for 9:00 a.m. was not .

~74-



begun until after lunch. ’In the meantime, other;keysfigures,
including a judge, were compelled to sit idly fof three hours await-
ing other arrivals. This casual disregard and lack ofjconsideration N
for those who arrived on time served to frustrate those who had maae 3
a real commitment to tha program and probably disenchanted some who
became iavolved later.

It was suggested that the problem would be resolved bv startlng“
meetings after 10:00 a.m. Thvs was a valid suggestion but 1ts effect
on those who characterist icalily arrlved hours late is doubtful.
Although thare may have been good reason for the above, this behavior
undoubtedly had a negative impact on the attitudes of the group.

The attendance problem ultimately resulted in the dissolution

of thé three~group concept. The last two meetings, as a wa; of
ensuring attendance, included Jefferson City,‘St. Louis and Kansas
City. | H ‘

The majority of the people involved in fhis project felt that

it had the potential to generate meaningful results. Unfortunaﬁely,

the attitudes of some of the key figures undoubtedly had a neqativs

effect on the results achieved.

On the:part of AMA a greater effort should have been made to |

schedule meetings more effeétively during the,f;;st 6 months Ofgth?/y
project. Time should have been allocated for on—sité technical.
assistance on an ongaing basis. This may have made it possible to
maintain the momentum of the group and may have contrlbuted to the
development and coordination of some of the essentlal plannlng data.;

Under the best of 01rcumstances it was a dlfflcult pro;ect.,
" 3

~ In addition to attendance and meeting problems, it was qulte ev1dent o

that some 1nd1v1duals would not sacrlflce tlme from thelr own ‘areas
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o contributa to the fotal systgm and not all interests rwere
consistently represented, This is somewhat understandable due to
‘ | the absence of a reward system for ini:er-agency cooperation.
O In the absence of ‘a singie*decision—-making point, AMA chose
a svstems approach 4o planning which is wvitally dependent on the

z ) full coordination and commitment of all the key people involved.

’ ,}E‘értunately, most of the particivants supported the process and

i because of them the program was reasonably successful. With greater

o _ commitment more could have been accomplished.

It would be ocur hope that over time means would be found fo

incorporate planning into the system as an ongoing tool to maximize

e the effectiveness of the system and that more of the key'people
would recognize their roles in managerial as well as functional

terms for the good of the iiotal system.

Leoc J. Roghmans
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II.

PROGRAM FVATUATION: DIRECTOR:OF ORGANIZATION DEVELOPMENT

INTRODUCT FON

An evaluation of the comprehensive planning program for s
. N

Missouri Corrections was conducted by sending an evaluation
. 7

s

guesticnnaire (see appendix ) to 38 participants after the
conclusion of the program. Of the 33 questionnajlres mailed 22
were returned which constitutes an overall response rate of

58%. For the three groups involved in the program the responsé

oo

rates were: (a) Jefferson City - 41%; (b) St. Louis - 72%; and

(c) Kansas City - 70%. *W‘

The evaluation questionnaire contained 20 qué;;ions covering
the following categories:. (a) meetings attended; (b) program
objectives; (c) satisfaction with participation; (d) changes
in behavior as a result of the program;h(e) desire to continue
planning; (f) commitment to program; (g) program credibilit&;

(h) evaluation of prdiect director; (i) evaluation of planning
directof; (J) profile of ideal planning director; (k) involve—

ment in other planning activities and (l) comparative evaluation

with other planning programs. The resuits of the evaluations of
each categorv are presented below.

Results

a. Meeting Attendance

Q

A total of 12 meg}ings was held over the‘duratiOn of the
cdmprehensive plqnning program. 'Of these, 3 were held in - k\“@
Jefferson City, 4 in St. L9uis, 3 in Kansas City, and Z‘in‘ '
Columbia.ﬁ,Thézpercentage Sf those reéponding to the evalua-
tion'quééfionnaire aﬁtendiné t§e§% méetings ranged ffom‘a=,‘

« g
Z . ‘
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low of 18% at the July 1975 meeting in St. Louis to a high
of 77% attending the December 1975 meetigg in St. Louis

{the final meeting of the program). The average atténdaﬁce
fér all 12 meetings was 36% of the group responding to the
evaluation. questionnaire. We conclude from this information
that meeting attendance was irregular and spotty pxobably
due to conpeting demands for time of the participanté. An
average attendance of 36% (of those responding to the
questionnaire) suggests that it would be rather difficult té

implement any form of comprehensive planning system.

Program Objectives

The participants were asked how well they understood the
ébjectives of the program and to what extent the program
achieved its objectives.

In terms of understanding the program objectives, 95%
said they understood them very well (55%) or fairly well (40%).
As to achievement of objectives, 68% said they were achieved
fairly well, but 32% said they were not well achieved. Nobody

said that program objectives were very well achieved.

Satisfaction with Participation.

The participants were asked to indicete their satisfaction
with the amount of participation they were able to have in the
program. Seventy-three percent were either very satisfied
(32%) or somewhat (41%) and 18% were not very satisfied.. From
these fesponses’we conclude that participants were basically

satisfied with their degree of participation in the program.

-78-



“d.

e.

Changes in Behavior Resulting from Program

The participants were asked about any changes in
organizational or personal management behavior which resulted
from the program. The three bategories of change included in =
the question were (1) organizational management process;

(2) personal management skills; (3) personal management
priorities.

In terms of organizational managément process, 23% see
no changevattributable to the program and an additional 58%
range up to moderate ch;hge. Only 14% see more than modgrate |
change. As for changes in personal management skills, 5% see
no change, 72% range up to moderate change and 23%'see more

than moderate change. Finally, in terms of changes in personal

management priorities, 14% see no change, 63% see up %o moderate
N i
N

change, and 23% see more than moderate change. From these data,
it seems that the program has produced a moderate amount of
change as seen by the participants and that they see s@ightly’

more personal change than organizatidnal change.

Desire to Cocntinue Planning g

In terms of their desire to continue comprehensive plan-

ning in the future, 59% have a great (23%) or good deal of

. v A3
desire (36%), 27% have not much desire and 14% have''no de%ire.
‘,. : ' \:\‘ .
Thus, slightly more than half the respondentsphave some deﬁlre

v

to continue planning in the future. ! ; \

g
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Commitment to Program

This category was concerned with commitment to the

program of the participants and their superiors. In terms

4

of participant commitment 14% felt there was strong commitment,

63% moderate commitment and 23% weak commitment. In terms of

support for the program by superiors, in 46% there was strong
suppoit, 41% moderate support and 18% weak support. On the
basis of these data it appears that the program had good

support from both the participants and their superiors.

Program Credibility

The participants were asked about the credibiiity of the
program from the point of view of théir subordinates. No one
thought there was strong credibility, 64% said moderate
credibility and 18% said weak credibility. Eighteen percent

did not answer the question.

Evaluation of Project Director

The participants were asked to evaluate the project
director on four factors: communications and coordination;
scheduling and follow-up; physical meeting facility arrange-
ments; and personal credibility. Nine pcint scales ranging
from poor‘to excellent were used to rate each factor. The

average ratings were:

Average Rating

Communications and Coordination 7.04

Scheduling and Follow-Up 6.54

Physical Meeting Facility Arrangements | ‘ 7.59

Personal Credibility 7.74
‘ _80_ :/
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Thegexratings indicate'that,thesparticipants feel‘the project i
director was‘doipg avﬁé}y;good‘jeb;in the four qaﬁegdﬁies
outlined above.  j‘ | - , . f?m' ) )
Evaluation of Plannlng Director - i o

The part1c1panta evalu“°*d the plannlng dlrector oh,flve m&'g
factors: communlcatlon sklil,‘knoWiedge of profe551onal }’ “
planning, personal Cred‘bllluyg commltment to nroqect and o
sensitivity to partlclpanf é£obp. The same nine poln+ scale o :
described above was used for the eva]uatlgn of eacn factor." \ ,

The average ratings were as,follows. ; «

| ‘. Averaqe Ratlng

Communication Skill - % . s ,;;,'ﬁ{x/ 6 90 .
Knowledge of Professienai’gganﬁing ”. A 9,54":k éi
Pereonal Credibilityﬁ“ﬁ‘ e = ) “775.09 o
Sensitivity to fartidipantOGreup' : | 5 6.49 o
Commitment to“Projec@ffi a;aa‘;‘ : ' 6?90ﬁ

N
\ A

These ratings 1ndlcate that thes partmclpants felt the plannlngf\

dlrector was ‘doing a good job 1n ferms ‘of the five factors

evaluated.' N T "ﬁ‘ i

s
i

Profile of an Ideal Plannlng Dlrector'

",

In this cateqoxy the partLCJDants were asked to descrlbe

Melgh S to the

7 % .
# i[5 A
1mportance of e pertlse ln flve arjaS“ Dlannlng process.»_ -

W

X

- B

group dynamics, justicc system, “or; ’tlo Sy and state system,

The average percentage weightsfare}_"

)

..3_[- A ,




Lo v : Average Percentage

mxpertise IR . Weight

‘-‘. ’ Planning Process . | 34. 5%
Group Dynamics 20.5% ??

“Justice System 17.4%

o Corrections . 17.4%

State System 11;0%

‘ The profile of the ideal planning director indicates that
°® the participants give the greatest weighting (55%) to planning
expertise. and the remainder to knowledge of the justice/ |

corrections system.

°
V k.  Involvement of Participants in Other Planning Activities
The participants were asked to check off the other
e ' ' planning activities in which they have been involved. The
results were as follows:
MAPPS 50%
K.
b} NI—C—C—’:—I.
State 45%
o Regional 64%
@& - L
' State Regional 18%
_Agency 55%
A Other 18%
L |
1. éomparative Evaluations with Other Planning Programs
'ﬁ : The participants were asked to éémphre the effectiveness
%l : . of the AMA planning program with others in which ﬁhey have been
invdlved, They were asked to compare both the planning process
i ‘ and the plan produced by the process.




ITT.

n b=vmys of the plann1h§ ééocess, 64% said the AMA program
was noce afrective than others and 22% said it Was less effect-
ive. 23 For tha plan produced by the process, 32% said it was
more efrtective than octhers, 32% sald it was less effective il

than others and 32% did not answer the question.

Digcussion

In looking at the evaluation of the comprehensive planning

program from an overall point of wview, it seems that there are

PR

several general comments which are pertinent.
First, the degree of attendance at the various planning
meetings averaged only 36% of those answering the evaluation R

gquestionnaiyre. This low degree of attendance would have a
> ; 2
. i

¢

definite tendency to limit any implementation of the pl&hqy » \
developed dufing the progrém because such implementation‘typicéllyA Rgr
requires the interaction and support of people whéjhad“had a
common experience during the development of the plahs. If this
ingredient is missing it has a definite négative effect on
implementation. In addition, the divefsity of the group in'terﬁé
of their organizational affiliétionfwogld also.make implementation
very difficult. We would reconmend that any future p:@gram§ of "Q,//
this type should include some form of requirgd attendancegih |
order to'insure the ‘posgibility that implementation of plans
could take place.

In éerms 6fvpafti¢ipant understandihqﬁof the program and

satisfaction with the degree of participation it appears that

‘ ¥ L L . - .
~ these areas were in pretty good -shape. Further corroboration

of this is the fact that a majoxity of the participants WiSE‘to
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sontioun placning in the futurse and the commitmant to the program

of buth participants and supericrs was satisfactory. The credi-
] . , , @
bitity o the program in the wview of pgubordinates was also satis-
. iy
factory. '
Another areas of interest is the degree of change as a result
B

of the program that participants report. In this area the

participants generally see how to moderate changes in organization- .

. al management process but somewhat more change in their own personal

B
management skills and priorities. This is encouraging as it would

hardly be possible for much organizational change to take place so
soon after the completion of the program. The fact that there is

scme degree of personal change suggests the possibility of more

~organizational change later although this will depend largely on

the ability of individuals to sustain the changes they have made.
We know from experience that this is very difficult without some
form of structural follow-up which we would strong recommend.

The evaluations . of the program stéff wefe good and the o
profile of the ideai planning director placed more emphasis on -
planning skills than content knowledge Which in our experience
is appropriate.

In general, these evaluations‘don‘t‘contain any particular
surprises. If @e were to make any broad recommendations about
future programs of this type they would be (1) find a way to
insure better attendancé at the program; (2) be careful not td
make the~group so diverse that they would be precluded from
wcrking effecﬁively together after the program and (3) build into j@f
the program some s£ructured form of follow-up s¢ that the plans

have a reasonable chance of implementation. It should be

k~remembered that plans that are not implemented are of very little

i -84~
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value to

any organizdtion.
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This survey is a part of the evaluation of the AMA

Comprehensive Corrections Planning Project conducted

with personnel from the various corirectional agencies

in the state of Missouri. Please answer all questions

as best you can and mail your completed survey form

to AMA in the enclosed return envelope. The results

of this survey will be analyzed for inclusion in the

final project report. The questionnaire is intended “
" to be anonymous but you may sign your name if you N
wish. Thank you for your cooperation.

72224,1&z71z;; (?21§é;2¢é;4,

Treadway C. Parker, Ph.D.
Director
Organization Development Services

'February, 1976
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PROGRAM SURVEY |

How well do you feel you understood the objectives of the
planning program?

To what extent do you feel that the program achieved its objectives?

very well fairly well __not well B not at all

" Please check the scheduled meetings you were able to attend.

Date Location Check if attended
Oct. 6-~11, 1974 St. Louis

Jan. 2-3, 1975 Jefferson City

"Feb. 6=7, 1975 Jefferson City

Apr. 10-11, 1975 Jefferson City

June 25-27, 1975 Columbia

July 30-31, 1975 ‘ St. Louis

Aug. 7-8, 1975 Kansas City .
Sept. 9-10, 1975 Kansas City

Sept. 11-12, 1975 St. Louis

Oct. 29-30, 1975 Columbia

Nov. 12-13, 1975 ' Kansas City

Dec. 8-9, 1975 St. Louis

How satisfied are you with the amount of participation you were
able to have in the program? o

very satisfled ‘ not vary satisfied

somewhat satisfied . not satisfied at all

Please indicate below the extent of chang2s in organizational or
personal management behavior which resultad from the program.

a. Organizational management process (plsase check scale)

L | S | ’1 | | l
No e Moder=ate Great
.change ) change change”

'b.  Personal manééement skills (please check scale)

L. 1 i 1 | I N |
No , Moderate Great
change . change i change

-1-
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10.

ll .»

12,

¥

C. Pessonal aanagzasrs 2wiorilies (please check scale)
F 4 H ! )
| Lo | & | | l |
No Moderate Great
change chunge | E change
What degree of desive do you have to continue comprehensive wib
‘planning in the future? . ‘ N
great desics __not much desire
__good deal of desire no desire

What would facilitate the continuance of comprehensive planning?

What would hinder the continuance of comprehensive planning?

Do you think anything concrete has been achieved by the'program?

a great deal ' not vexry much
a moderate amount nothing

If something concrete has been achieved will it be helpful in
getting things done in the future?

__very helpful not very helpful
somewhat helpful not at all helpful

What degree of conmmitment did the rest of the group have to the
program? . :

strong commitment weak Gommitment
moderate commitment no comniitment

Was the program supported by your sdperiorﬁ in your organigation?

strongly supported weakly supported
moderately supported ' ~__not supported ‘ /
R ._’2_ .
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15.

e P4 o

.

DiZ bne program have cradibility in the minds of subordinate
ls in your organizatinn?

A
R AYEN

_steong credibilicy weak credibility
_moaerate credibilicy no credibility

?lease provide us with yvour evaluation of the AMA Project Director
[John Alexander) helow. '

a. Communications and coordination

N R R R R A R e

Poor Excellent

b. Scheduling and Follow-up

I R N T R R S

Poor ' Excellent

c. . Physical meeting facility arrangements

l ] ! l I | |

Poor A Excellent

d. Personal Credibility

L] L

Pooxr Excellent

Additional Comments:

Please provide us with your evaluation of the Planning Director
(Leo Roghmans) below.

a., Communication skill

A R R 1 |

Poorx Excellent

b. Knowledge of Professional Planning

i [ & b

Pocr Excellent

g

2
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- * L
2 Pargonal Credinility ; L
f ; ; i r o ‘ . |
L . { | a_ { i { | :
oo - Excellent .
.. Sense of Commitment to Project
. . , \ . . ¢ B v‘&‘;! ‘
b i | L 1 TR e
Poux . ' Exceliant T
= g

2. Sensitivity o Participant Group

i f i i i | | i

Poox . Excellent b
P .

Additional comments: e
£

16. Please allocate percentages below to describe the characteristics o
of an ideal planning director as you see it (must total to 100%). SR
. ' ’ o

‘Characteristic B Perceuntage - e o
Expértise in Planning Process % )
Expertise in Group Dynamics ' v %

Expertise in Justice System ' %
Expertise in Corrections %
Expertise in State System %
' Total ~ 100%

17. Are you now or have you been involved in other state, regional or
functional planning efforts? (Please check list below and -indicate-.
your degree of involvement.) N
Planning Group Check if involved Check Degree of Involvemén£ §‘1' e

. (R Intermittent | Continuous” L T
3 ’ ) i . ) . s ! ' 1;“‘ : 2z
I IP ]'}}S ) o . R .\ . g s }*‘
- : 3_3 , - §
MCCJT | s |
State - ¥ . ———— NS - g
‘Regidnal SR . . 8
State Regional o 7 A . ,
Agency I T T
Other SR B : 7 _ 5
\ i o x :
] k'_4°ﬁ : :




19.

~h

20.

tow luas rhe eifectiveness of the AMA planning program compare

8. BPlavning Proeo2ss

Mudh wore efiective - _Less effective
Mors effactive _Much less effective

R. DPluan prodaucew by the process

. _Hunch wmore erffective Liess effective
ttore sffeciive Much less effective
Please rilbe below the major benefits of the planning program

desc
to you personally and to the Missouri Correctional Systemn.

a. Personal Benerits

b. Missouri Corrxectional System

Please give us any additional comments you may have below.

THANK YOU VERY MUCH FOR YCURvCOOPERATION'

-5~
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