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Juvenile Justice and Resource Constraints

STEPHEN C. DUNCAN

Steve Duncan is the Executive Director of the Juvenile Justice Resource Center
in Pasadena, California. He is a Senior Associate and past Director of the Delin-
quency Control Institute at the University of Southern California. Mr. Duncan is
a consultant to the Special Education Division of the Los Angeles County Schools;
a management trainer specializing in budgeting for the National Sheriffs’ Associa-
tion; as well as a program manager, consultant, and trainer for a variety of Federal,
State, and local agencies and professional associations.

Widespread attention to juvenile justice is sharpening the community’s
expectations for (a) effective response to the realm of juvenile-related prob-
lems, and (b) efficient delivery of services that may be inadequately respon-
sive to these problems. Increased attention leads to enhanced superficial
knowledge of the problem—just enough knowledge to be dangerous. Com-
munity exposure to the challenges of the juvenile justice system is growing
rapidly. This growth occurs at a time when every citizen is induced to
formulate personal priorities for the quality of life influenced by the public

gand private sectors. However, response to the aggregate citizen priority list
by the two sectors is dramatically different in character and capacity; market
research and product-line decision making in the private sector are not
conducted under the pressure of dawn-to-dusk voting booth and legislative
arena behavior by fraternities of uncertain and ever-changing membership..

Unfortunately, as interest in hula-hoops and carmel-covered cereal fades
into the shadow of Star Trek space station kits, the realities of juveniles and
families in need grow in scale and complexity.

This article purports to commit the heretical—the proposal of a panacea
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ably related to service delivery capability (as defined by that practitioner’s
training, the characteristics of client flow and demands for service, and
availability of appropriate versus makeshift service modalities), and (c) re-
warding agencies and agency managers for system cooperation and long-
term performance (as opposed to year-by-year statistics that may or may not
reflect accurately the agency’s contribution to services for juveniles).

Who’s on First (?) is a natural partner in the accountability disco, and can
be likened to musical chairs played by a combination of practitioners, clients,
and community members to the tune of “On Wisconsir” while the head
coach preaches that nice guys finish last, there are only winners and losers,
and so on. It is represented by the conflicts between (a) service to client
versus welfare of community, and (b) service to client versus welfare of
employees. Perhaps the most pervasive and debilitating factor on this list, it

is also the most difficult factor to contend with—its resolution requires (a)
development of service delivery systems and legal processes that allow an-

acceptable equation of individual client and general community welfare, and
(b) development of agency management and labor relations strategies that
recognize employee strengths and weaknesses while equitably rewarding
performance that is clearly within the individual practitioner’s ability to
control (in other words, all parties will have to give a little to get a little).
Illustrations of this problem were numerous around the passage of Proposi-
tion 13, including (a) establishing termination lists based on seniority thus
making secure those who are often the most distant from responsive service
delivery, and (b) fighting for percentage increases in salaries and benefits
while jobs and/or the quality of the work environment were at stake.

Protect the American Dream is a spin-off of the aforementioned revenue
reflex action. This represents the bumper sticker process of convincing citi-
zens that their votes on a particular measure mean something more or differ-
ent than the measure’s real authorization of action (this process is often
evident in legislative votmg————for example, California’s AB 3121, the “some-
thing for everybody” attempt to reform juvenile justice). Unfortunately,
many agency managers fall prey to this rhetoric and respond to everything
except the substance of the measure. Once again, juvenile justice practition-
ers must be developing the analytical capability to project the impacts of such
measures on broadly defined service populations.

Rose-Colored Glasses are typlcally worn by those responsibie for the final
production of advisory commission recommendations and universal stand-
ards. While the efforts of such groups have been commendable in recent
years, they often promote the tendency to (a) forget that there are Bozeman,
Montana, and Parker, Arizona, in addition to Los Angeles, Chicago, and
New York, and (b) forget that the vast majority of practitioners never
requested the recommendations and standards in the first place. In order to
prevent the possible waste of some very important macro-analysis, these
distinguished bodies should be charged with taking the analysis one more
step, i.e., developing a smorgasboard of alternative applications based on
jurisdiction profile and juvenile service demands.
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Numbers are Obscene is the common reaction of many practitioners in
training programs when planning, evaluation, statistics, research, and budg-
eting are presented. Associated with the notion that these areas are the
exclusive concern of the agency manager, this reaction ignores the fact that
it is the line practitioners who create the statistics by which agency peiform-
ance is measured, and are most affected when the rules of the game are
charged. There can be a host of benefits to linking individual performance
with the realities in budget justification and to soliciting practitioner input

regarding the service /eve/ impacts of legislative, planning, and budget ac-
tions.

Information Overload (also known as the “I don’t know who to believe”
syndrome) reflects the inadequacy of juvenile justice community relations
when faced with one-time media hypes (such as those present around elec-
tions). Since juvenile justice agencies cannot afford or justify the advertising
budgets of campaigns, there is a need to develop and execute long-term,
well-planned, and Jow cost public relations efforts that systematically fulfill
the agency’s mandate to inform and solicit feedback from all members of the
agency’s service population.

Legal Refugees (in light of Proposition 13, the legal refugees may be just
a step ahead of the “accounting refugees”) are practitioners who have ab-
dicated service in lieu of legal technicality. The appearance that the system
places a higher priority on legal rights than on legal responsibilities by
default places a higher priority on individual welfare than on community
welfare. Recognizing the validity of the legal position, the response by con-
cerned practitioners can be to (a) promote legislative remedies (without
hiding behind the banner that politics is dirty), (b) identify those compo-
nents of judicial decision-making most sensitive to discretionary input re-
garding impacts on practitioner capacity in response to legitimate juvenile
and community needs, and (c) capture the Proposition 13 mentality by
develeping the management analysis capability to project the real tax dollar
cost of legal compliance!

A STRATEGY

The purpose of this article is not to promote an additional glut of bumper
sticker language or to harass the juvenile justice system. Rather it hopefully
represents a recognition that weas juvenile justice advocates may be our own
worst enemies in responding to the lightning rod of scrutiny initiated by the
politics and philosophy of a Proposition 13. THIS IS NOT THE FINAL
COMING, AND WE ARE NOT ABOUT TO BE SWEPT INTO THE
BOWELS CF THE EARTH!

Over the past decade, the tools have been developed with practitioners in
mind to respond to a Proposmon 13 and its future offspring. Moreover, we
have given recogmtlon to the following critical realities:

1. The juvenile justice system cannot do the job alone; thus the roles of
school system, recreation programs, and organized religion have been
revitalized and legitimized.

2. Practitioners are not infzliible and indestructible; training and in-house
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personnel development efforts are emerging in recognition of the intel-
lectual, emotional, and physical stresses placed on all system partici-
pants.

3. Client failure is not a/waysthe fault of the practitioner who implement-
ed a service modality or the academician who designed it. Decision-
making criteria (though unfortunately still subject to political influ-
ence) are gradually permeating the system to allow for rational analysis
and prioritization of alternative client processing routes.

4. System cooperation does not imply freedora from conflict and disagree-
ment. Our system of government was not designed to be a hand-in-
glove operation. Recognizing the frustrations of a checks and balances
process, juvenile justice system cooperation efforts are beginning to
lend credibility to legitimate conflict of views and the notion of con-
structive feedback (e.g., child abuse teams, police-school attendance
officer teams, probation “intercept” officers housed in police stations).
Rather than goals of cooptation and passing-the-buck, Proposition 13
offers the critical opportunity to promote full utilization of a/l system
resources. '

5. There is no universal juvenile justice system; the era of national com-
missions and Federal “helping” agencies misled many (with some help
from the media) in%o believing that most systems in most communities
had the same characteristics and the same needs. Implementation of

general programs now must be seasoned by technical assistance that
recognizes the differences between urban and rural communities, sun-
ny climates and stormy climates, large organizations and small organi-
zations, and so forth; legislative reform must follow a similar path (as
dramatically illustrated by the deinstitutionalization movement).

An overriding theme linking the above involves the notion of the juvenile
justice practitioner as resource manager, regardless of so-called rank or orga-
nization status. Legislators, county supervisors, city councils, agency heads,
and grant monitors merely set the parameters and execute the controls for
aggregate allocation of resources. The line juvenile officer, probation officer,
teacher, diversion agent, prosecutor, public defender, correctional officer,
and “line” judge have the ultimate influence over the efficient (miles per
gallon) and effective (reaching our destination) management of the salary,
equipment, and other resource investments that link fiscal and service objec-
tives.

Specific strategies, and the tools for implementing them, are available to
deal with the confrontation of juvenile justice system and government re-
source management change. The value of these strategies is dependent upon
the recognition and consideration of the factors and forces previously dis-
cussed as they realistically apply or do not apply to each juvenile justice
service system and each component of that system. Neither gang violence

nor Proposition 13 are relevant issues to every American community. While
they might be in the future, effective resource management dictates that each
agency prepare for the certainty of change, rather than the uncertainty of

one specific disaster.
The figure at the end of this article illustrates the relationship of the forces
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can be concretely defined, assessed, and projected utilizing much proclaimed
but often ignored categories of planning/evaluation analysis (note the im-
plied dependence on budgeting concepts):

1. effort—how much of what kind of resources did we invest (input) into
this drug abuse education program?

2. performance—how many student-contact hours (output) were gener-
ated by our police-school liaison program? How many brochures were
distributed by our neighborhood watch program?

3. adequacy of performance—what percentage of the school population
received “Officer Bill” presentations?

4. effectiveness—did we reach our obiective of reducing the rate of con-
tacts with local hospitals by juvenile arug users by twenty-five percent
(after factoring in demographic changes)?

5. cost-effectiveness—did we achieve our objective for reducing the num-
ber of gang-related criminal incidents by twenty-five percent without

overspending our budget?

Quite simply, planning tools allow the rational projection of agency out-
puts in relationship to desired objectives; evaluation tools measure the suc-
cess of our planning efforts as an input to the next planaing cycle.

Community Marketing

Simple survey research tools may allow juvenile justice agencies to test the
viability of various programs amcng constituents prior to implementation.
During the course of implementation, these tools may allow for periodic
assessment of how the community is reacting to a program and possibly
suggest some “fine-tuning” that will (a) not compromise the program’s
service objectives, and (b) enhance community support. The notion of mar-
keting implies a readiness to accept the fact that the primary purpose of
government is to provide services citizens desire that cannot be efficiently
or effectively provided by the private sector; at the very least, practitioners
must seek visible license for the privilege of determining what the commu-
nity should desire (e.g., the great philosophical battle over substance abuse
control measures, particularly as it is divided into its alcohol and narcotics
components).

Other strategies and tools include application of the above to small agency
office and physical space management, records-reports-publications manage-
ment utilizing manual and semi-automated systems, in-house training and
personnel development. ‘

To summarize at this point might unwisely suggest that the discussion has
ended. Thanks to the continued desire of politicians to get elected, of citizens
to demand more services for less taxes, and of juveniles to be juveniles,
juvenile justice practitioners are just beginning a period of innovation—
innovation not defined by the discovery of THE cause of delinquency but
by the cost-effective and community-responsive delivery of juvenile justice
services necessitated by causes that may never be agreed upon.
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