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SPECIAL NOTE

In the process of conducting this evaluation, the ET became
aware of allegations of abuse made by program residents. On April
15, 1977, the Evaluation Unit submitted a memorandum to the Assist-
ant Commissioner for Aftercare requesting, in part, an immediate
investigation of these allegations by the DYS Central Offilce
Investigator.

On April 25, 1977, .at the request of the Assistant Commissicner,

the DYS Central Office Investigator began an investigation of the
allegations.

As a result of that investigation, the Department of Youth
Services. decided to terminate involvement with the Ranch and

on April 28, 1977, all DYS youth in the program were removed and
placed elsewhere.




METHODOLOGY

The following report 1s based on data collected through
interviews with administration, staff, clients, relevant members
of the community, OFC personnel and Regional and Central DYS
staff; ewxamination of the facility and client records; and obser-
vation of s.Lufl..staff, staff-client and client-client inter-
actions in the program. Two staff, one former staff and four
residents were interviewed at length.

The following evaluation report includes a description of
all major components of the SYK Ranch program as well as the ET's
assessment of each component's effectiveness.

The ET has also attempted to present a° historical perspec-
tive on the program. It should be noted that there may be gaps
in this chronological accounting of events due to the possible
incompleteness of DYS files.

It is the program's right to provide the DYS Evaluation Unit
with a written rebuttal and/or addendum of facts, errors or
omissions which may appear in this report. If such a written
rebuattal or addendum is received by the Unit withing two weeks
of the feedback meeting it will be attached to the report.
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HISTORY

Schoolyards For Kids (SYK), originally based in East Boston,
began in 1970 under the direction of the present SYK Ranch Pro-
gram Director &5 a community oriented attempt at upgrading the
local schoolyards through clean up campaigns and heightened citi-
zen awareness and communication. In late 1973, SYK incorporated
and moved its base of operations to Rowley, Massachusetts. The
Ranch at that time was located on the land in back of the program's
present residence, with youth sleeping in cabins and trailers,

and was designed to provide an alternative-setfing to troublsd—-
dnner cléy—youtit—~ Shortly thereafter, the SYK Ranch began taking

individual referrals from the Office of Social Services (0SS)
and then the Department of Youth Services. In November 1974,
it was incorporated into the D.A.R.E. foster care program.

As a result of allegations of client abuse and a subsequent
DYS investigation which uncovered improper living conditions
at the Ranch, the Commissioner of DYS, on July 2, 1975, closed
intake at the program until such time as the Ranch could demon-
strate that it was in compliance with Office for Children (OFC)
regulations. On September 26, 1975, OFC's Licensing Specialist
completed his licensing report on the Ranch, citing one hundred and ten
violations, and on October 20, 1975, the SYK Ranch was awarded
a "provisional group care license." The progrz-. remained under
D.A.R.E. and began receiving the standard D.A.R’Z. group care
rate of $26.36 per day per child.

As a result of a new alleged 1incident of abuse reported
by a program resident on January 13, 1976, another investiga-
tion (requested by the Lawrence District Court) was initiated by
DYS and the Attorney General's Office. On January 19, 1976,
the Ranch wzs issued orders to vacate the premises by 6:00 pm
the following day as a result of the Rowley Board of Health's
findings that "...the SYK Ranch is not a fit place for heat,
electricity, sewage dlsposal and ventilation..." Immediately
after vacating the premises, the Program Director relocated in
East Boston and DYS paid him the standard foster care rate
of $45.00 per week for each of the three DYS. youth in his care.
On February 6, 1976, DYS was informed by the Attorney General's
Dffice that an investigatlon report of the allegations would be
forthcoming. Eleven days later, the DYS investigation report
was submitted to.the Assistant Commissioner. As with the investi-
gation of June, 1975, DYS was unable to verify any of the specie
fic allegations of physic¢al abuse; however, many questions re-
garding the program operation were ralsed and the report concluded
that "There should be no consideration for DYS placements at the
SYK Ranch unless or untll the authorities who are responsible for
such ranch: 1) take measures to meet and conform to the neces-
sary safety and health codes prescribed by law for habitation;
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HISTORY (continued) h

2) obtain a proper license for whatever services the placement
would offer children; 3) agree to adhere to pollicles, proce-
dures, and standards established by DYS before any placement could
be effected.™

On March S, 1976, at the request of the Assistant Commis-
sioner of DYS, an agreement was reached between the Reglon IV
Director and the Program Director, specifically outlining those
practices which the program could not indulge in
On April 18, 1976, the SYK Ranch, having leased the front house
on the original Rowley site, reopaned and on May 8, 1976, was.
re-incorporated under D.A.R.E. Foster Care. In early June 1976,
DYS was informed by the Attorney General's Office that "there is
no basis for this Department to initiate criminal proceedings at
this time" and of that Office's intentlon to bring to the at-
tention o the Commissioner of DYS "“ecertain problems relating
to the program's facllities and administration which wa Belleve
should be remedied as a condi{ion of reopening that program for
placement of youths committed to his Jjurisdiction.”™ On June
30, 1976, OFC's Licensing Speciallst completed his licensing
re-study, citing ninety violations., As a result of this
study, the program recelved its second provisional group care
license. /

On August 17, 1976, the DYS Assistant Commissioner for After-
care sent a memorandum to the Program Director and the Director
of Reglon IV outlining the three following contingencies by
which DYS would consider SYK a "group care facllity."

"1) The ranch must have quaiified staff, who either
have education or experlence in group care,
preferably both.

2) The regional office should review theilr resumes
and approve the hirings.

3) If we are to pay group rates, I want to see, 1in
writing what the ed(vocational) program is to
be, what the treatment program is to be and what
records will be kept."

On September. 30, 1976, a meeting was held between the Assis-
tant Commissioner and interested others (the Program Director
was not in attendance) to discuss the SYK situation, to resolve
any ocutstanding concerns and to decide whether the program should
receive the status and payment of a "group care" facility. Al-
though there were no minutes kept of this meeting, the result
was, according to the Assistant Commissioner: 1) that the program
would be re-opened wilth the understandling that DYS would place




HISTORY (continued) 5

no more than four youth there at any given time during the next
six months; 2) that the program would report all admissions

and terminatlons to the Rowley Chilef of Police; and 3) that in
six months time, the situation would be reassessed. Essentially,
according tec the Assistant Commissioner, this six month trial
period was devised to see i1f the program could stabilize in the
community, calm community concern and "play ball" with DYS.

On October U4, 1976, SYK re-opened as a DYS group home at
the standard D.A.R.E. rate of $28.01 per day. At the time of this
evaluation, March 24 thru April 5, 1977, there were eight youths

in the program - filve from DYS, two from 0SS and one private
referral.




FACILITY

Schoolyards for Kids, Inc. has operated at its present site.
in Rowley, Massachusetts since 1973, when the program first began
to provide residential care. Initially, the SYK facility consis-
ted of approximately two acres of land located immediately behind
the currently-used program residence. At that time, staff and
youth lived in trallers and cabins, and the owner of the property
occupled the "front house" and yard now used by the program.

In May, 1976, the program leased the front house and surround-
ing grounds, and in June of that year obtained both an OFC Provi-
sional License and a Town of Rowley occupancy permit. The occupan-
¢y permit was reportedly granted on the condition that no more than
elght persons occupy the house, since the local health inspector
had determined that the sewage disposal system was adequate only
for that number of resldents.

Currently, the SYK Ranch facllity consists of the original
land (as well as a small amount of additional property which has
been leased over the past few years), the front house, a stable
for horses, and a few outbulldings housing small farm animals.

The property abuts a state forest preserve, which i1s available
for such program activitles as horseback riding and forestry work.
A cabin built by former program youth is located in the state
forest; the Program Director has been negotiating with Rowley
officials for permission to use the cabln for summer camping.

The front house is a small, modern single-story dwelling
fronting onHaverhiIl. Street. There 1s a large front lawn equipped
with a few well-worn lawn chalrs. Behind the house 1s a corral
for horses, a dog kennel, and a garage filled with equipment and
tools. The house exterior and surrounding grounds are neat and
well-maintained, and resemble neighboring residential property.
There are no signs or other outward indications that the facility
houses a program serving DYS youth.

The interior of the house, consisting of a living room, a
kitchen-dining area, three bedrooms, a bathroom, and a full base-
ment, 1s kept spotlessly clean and appears to be free of obvious
fire and safety hazards. With the exceptlion of the basement,
all rooms seem to have adequate natural and artificial light.
Comfortable, well-maintalned furniture, carpeting, window cur-
tains, plants, and wall decorations, as well as a notable absence
of resident-inflicted damage, all contribute to the homellke
appearance of the house interlor; however, the compact layout of
the living floor (see floor plan) and the absence of full parti-
tions dividing common areas give rise to a hectic, crowded atmos-
phere when several persons are present.

The living room measures 11'8" X 18', and is furnlshed with
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FACILITY (continued)

a sofa, an armchalr, a footstool, a beanbag chalr, end tables,
and two television sets. This room is used for evening televi-
sion-watching and socializing, group meetings, and meetings with
visitors. (The living room also serves as an auxiliary bedroom; :
this function will be discussed in detall below). A tiny, par- :
tially-enclosed alcove adjoining the living room 1s used as an
office. The office area 1s equlpped with a desk, a typewriter,
and unlocked file drawers holding program and client records.

The kitchen-dining area 1s spacious, modern, and well-equip- :
ped with a table and six chalrs, refrigerator-freezer, stove,
dishwasher, and ample cupboard and counter space. Staff and youth
use the area for meetings and for socializing, as well as for
‘meals and coffee breaks. The bathroom is also modern, well-lit,
and well-ventilated, and 1s easlly accesslble to residents' bed-
rooms. The bathroom contains one sink, toilet, and bathtub, and
1s used by all youth and resident staff.

The basement can be entered through a door opening onto the
kitchen and through an outside entrance. Residents usually enter
and leave the house through the basement, where they store and
change clothing and work boots. The basement area is humid,
dimly-lit, low-cellinged, and jammed with equipment, old furni-
ture, etec. Water drips from celling pipes, and a film of water
covers much of the floor. As a result, packages and cans of food
stored 1n the basement were slightly damp to the touch, as was
clothing kept 1n the one open client locker that was examined bv the
ET. Basement laundry facllities consist of a washing machine
and dryer. According to the Director, the washing machine fre-
quently breaks down from heavy use, necessitating trips to the
local laundromat until the program's washer is repaired or replaced.

SYK residents sleep 1n two of the three bedrooms. (The
Assistant Director and her child occupy the third). Bedroom
#1 (see floor plan) measures 11' X 13', and is furnished with
two_sets of metal bunk beds, a television, a globe, a set of
encyclopedias, and two foot lockers contalining sheets and blankets.
A closet 1n the room is apparently used for the Assistant Director's
belongings. During the evaluation period, one of this room's
two deoors was removed to facilitate supervision of its occupants.
Bedroom #2 1s shared by the Director's son and one program resi-
dent. The room contalns approximately 93 square feet, and contains a closet, one
set of bunk beds, a desk, a chalr, a dresser, bookshelves, a
stereo set, and a C.B. radio. Th@ desk, drabsef stereo and CB radilo
belong to the Director's son; progiram youth may use the stereo and
CB with permission.

Nelther of the bedrooms used by residents contains storage
facilitles for theilr clothing and personal possessions. Each
resldent stores his clothing 1n one of elght basement lockers
measuring approximately 36" X 18" X 12", At the time of the
evaluation, four of these lockers were equipped with padlocks,
three were closed but not locked, and one had no door.




FACILITY (continued)

The ET obgerved that the number of youth living in the ]
house exceeds the number of beds provided. During the evaluation :
period, ten youngsters, including the two children of staff, ;
slept 1n the house. Only the six beds described above were a-
vailable for their use. Apparently, four boys do not have beds
and must make alternate sleeping arrangements. Boys interviewed .
by the ET stated that they slept in beds or on the floor in one ‘ ;
of the two youth bedrooms, or on the living-room floor, depending 4
on how many residents or visitors were present on a given night.
Youth who spend nights in the living room share their quarters
with the Program Director, who sleeps on the sofa.

The bed shortage is exacerbated on two to three weekends
per month, when the house population expands to include a number
of visiting teen-aged girls. (For a description of the girls' g
roles at the Ranch, see Administration and Staff section, %
(page 15). The ET received conflicting information regarding the
number of girls who spend weekends at the Ranch and the sleeping
arrangements made for them. The Program Director and Assistant
Director told the ET that two girls make regular weekend visits
to the Ranch. They reported that, as a rule, the girls visit
only when the temporary absence of some program youth makes beds
avallable, and are discouraged from coming to the Ranch if all
program youths are present. If they do vislt on such occasions,
they reportedly share the Assistant Director's bedroom.

Program youth reported, on the other hand, %hat three or
four girls spend weekends at SYK. These youths told the ET
that residents frequently sleep on the living room floor so that
the visiting girls can use their beds.

Evaluative.

The front house 1s clean, attractive, and homelike, but i1s
too small to accomodate its twelve occupants and thelr weekend
guests. There is insufficient space to afford each resident
adequate room and privacy. Furthermore, occupancy by more than
eight persons apparently exceeds the capacity »f the septic tank
Syctem, and thus violates one of the conditions set out in the
occupancy permit granted to the program in 1976.

Bedroom space falls Tar short_of the fifty square feet per
child required by OFC regulations.l Only 36 square feet and proximatelv U6
square feet per resident are provided in bedrooms #1 andaié, re-
spectlvely. There are not enough beds to accomodate all resident
youth, so that some youngsters must sleep on the living room floor.
Both OFC licensing regulations2 and DYS polley require that each
program resident be provlded with a bed for his exclusive use



10

FACILITY, Evaluative (contilnued)

throughuut hils stay in a program. In thls case, however, acqulsi-
tion of additional beds would result in either further overcrowd-
ing of residents' bedrooms, or, if the beds were placed 1n the
living room, in an unacceptable reduction of common living space.

Storage facllitles for residents® clothing and belongin§s
are inconvenlently located and 1lnadequate for thelr purpose.

The ET feels that residents should not be required to Journey
from their bedrooms to a dark, wet basement every time they wish
to change or put away their clothes. Furthermore, youth should |
be provided with storage facllities which protect clothing from j
dampness; apparently, the lockers provided at the SYK Ranch do :
not fulfill this function.

During the evaluation perlod, twelve people shared the single
bathroom. It does not seem that one residential-type bathroom can
meet the needs of all the SYK residents.l

Although the kitchen and living room are spacious enough for
sedentary actlvitles, they are too small to accomodate any ac-
tivity involving much movement or noise. (The basement is too
wet and crowded to serve this purpose.) Furthermore, the ab-
sence of partitions between the kitchen and living room limits
the amount of activity or conversatlon that can be conducted on . .
one room wilthout disrupting that taking place in the other.

Because the program offlce 1s tiny and unenclosed, it affords
insufficient space for staff to do paperwork, and no privacy for
discussion involving staff members or staff and residents. 1In adg-
ditlon, the ET observed that routine paperwork was often done on the kitchen
table possibly due to the small size of the office area. Maintaining client
files in unlocked drawers is a questilonable practice and in fact
appears not to be in accordance with OFC regulations.5

Although residents spend most of thelr waking hours vutdoors,
and thus are offered ample outdoor space avallable for activity
and perhaps privacy, such spaclous grounds cannot compensate
for overcrowded living quarters.

Recommendation,

The ET recommends that the program take whatever steps may be
necessary to comply with OFC regulations regarding sleeping space,
storage space, furniture (i.e. beds) and bathroom facilities.
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Reference.

lorc Regulation 503.3(b): "The licensee shall provide beurooms
which ... provide at least fifty (50) square feet per child in
multipie--sleeping rooms, and not less than seventy (70) square
feet in single rooms."

20FC Regulation 503.6: "The licensee shall provide each child
wlth appropriate individual furniture ...

The ET believes that such "individual furniture" includes a
bed.

3oFc Regulation 503.6: "The licensee shall provide each child
with ... an individual closet (or designated section of a closet)
with clothes racks and shelves."

QOFC Regulation 503.7: "The licensee shall provide acce551ble
storage areas for personal possessions ..."

korc Regulations 504.4 -~ 504.6: These regulations require that
one tollet, wash basin, and tub or shower be provided for every
slx residents.

S0FC Regulation 205.3: "Information contained in a chlld's record
shall be privileged and confidential ... "

OFC Regulation 205.5: '"Case records shall be the property of the
licensee, who shall secure the information therein against loss,
defacement, tampering or unauthorized use..."
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ADMINISTRATION AND STAFF

With the exception of a four month period at the beginning of
1976 (see History section, pages 3 and M) the SYK Ranch has been funded through
D.A.R.E., both as a foster home and as a group home, since November
1974. While D.A.R.E. serves as a conduit for funds and supplies
the program with clinical consultation, the SYK Ranch 1s, by and
large, administered in autonomous fashion and directly responsible
to 1its Board of Directors.

Both the Program Director and Asslistant Director have been
affiliated with SYK since its inception; additional positions,
according to the Program Director, include one teacher and a
counselor. To date the teaching position has not been filled and
all those who have served as counselors in the past (seven, accord-
ing to the Program Director) have been either paid through CETA
(n=2) or worked on a volunteer basis. Just prior to this evaluation
the one counselor, pald for through CETA, resigned after ten weeks
on the job because, according to him, the program failed to live
up to its agreement to supplement his CETA salary with an additional
$45.00 a week. For the week following his departure, the program
was staffed by only the Director and Assistant Director, with
two days of volunteer assistance on the part of a counselor from
the I-3 Unit in Danvers. Just before the end of this evaluation
period, two additional staff were "hired" -- one through CETA
and one, a college student, on a volunteer basls.

Organlizational Structure.

Table A&S-1: Organizational Structure*

SYK Board of Directors
™ D.A.R.E. Inc.

SYXK ‘Ranch -
|

Program Director
3

Asslstant Directorl

Counselor (vacant)

¥ As observed by the ET on March 31, 1977.
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ADMINISTRATION AND STAFF (continued)

Staff Dutles and Responsibilities.

Program Director¥* - is responsible for all fiscal matters;
all intake interviews and decisions; scheduling and supervising
all daily activities; the hiring¥*¥*, firing and supervision of all
staff; determination of educational services for all clients;
providing individual and group counseling to youth on an informal,
as needed, basis; serving as liason with the courts and relevant
state agencies; providing family counseling when needed and where
posslble; disciplining youth in the program; and terminating youth
when necessary.

Assistant Director¥ - 1is responsible for providing riding
instruction to youth in the program; managing the house; shopping;
cooking; bookkeeping ; gathering intake records (see Intake section. pasze 2C).
and filling out D.A.R.E.'s standard Youth Record Form.

Counselor - is, according to the Program Director, respon-
sible for the "daily routine that I set up, the amount of hours
he works , and reporting to me." According to one counselor,
hired Iimmediately prior to the conclusion of this evaluation, he
is responsible for "making sure kids do their work and if they
don't do it send them to (the Program Director)."

Staff Composition.

(For relevant characteristics of the SYK staff, as observed
on March 31, 1977, see Table A&S-2 on the following page.)

¥ Duties, as described to ET by that individual.

¥%¥ According to the Program Director, the following are the criteria
used in hiring staff: (1) knowledge of animals, (2) dedica-
tion to program's philosophy, (3) ability to follow the chain
of command; and (4) knowledge of juveniles.

The Program Director also stated that before hiring a pro-
spective staff member, he requires that individual to work wilth
the program on a volunteer basls for ‘two months to determine 1f
he/she could adapt to the program.
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Table A&S-2: Staff Profile of SYK Ranch

Average Educational Background

Staff Category

less than H.S.

Previous Related
Work Experienc

Yes No

Black Cauc.

Administrative

0% 100%
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ADMINISTRATION AND STAFF (continued)

Staff Training.

No training 1s offered by the program and the Program Director
reportedly has not participated in any of the training workshops
available through D.A.R.E. Inc. According to the Program Director,
In-house training has not been provided to staff because most of
the staff have been volunteers and he "can't enforce it."

Staff Supervision.

No formal supervisory sessions are held.

Staff Communication.

All communication 1s done on an informal baslis. A dailly
log, "available for staff to enter progress of youths behavior
and other pertinent information in order to aid in staff communi-
cation and consistency"¥ was employed briefly in September of
1976 and then discontinued.

Use of Volunteers.

In addition to the previously discussed dependance upon
volunteers, the SYK Ranch has alsc entered into an agreement with
Brookline High School, under which two teenage students receive
academlc credit for "working" at the Ranch on weekends.¥* Con-
tractual agreements between the Coordilnator of Individualized
Studies for Brookline High School, the Ranch's Assistant Director
and both girls were signed outlining the girl's duties as follows:
"assistant riding instructor and junior counselor for state
Juveniles in a group foster home." When questioned about the
status of these girls the Program Director stated that "you can
call them Junior staff if you like." The frequency of this in-
volvement varies but reportedly averages two weekends a month.
Both girls have been involved with the Ranch approximately one
year, became involved with the Ranch through a prior association
with the Assistant Director, and reportedly bring as many as two
friends with them upon occas’  (ce Facility section, page 9). Proeram
residents interviewed stated . .i.at these girls ride a lot, spend
most of their time wilth the Assistant Director and have limited
involvement with program residents.

¥ Excerpt from SYK policy statement on Record keeping.
¥% The ET attempted unsuccessfully to interview these students.




ADMINISTRATION AND STAFF (continued)

Use of Consultants.

Ever since the program became 1lnvolved with D.A.R.E., the
Director of D.A.R.E. Foster Care has served as liason between
the two groups. When the Ranch received a-group license, he was
hired as a clinical consultant, reportedly in order that the
program might conform to OFC regulations. Consulting on a bi-
weekly basis, at $287.50 per month, the Director of D.A.R.E.
Foster Care 1s responsible for drawing up treatment plans on all
youth admitted to SYK Ranch and writing up subsequent monthly
reports. Occassionally, according to the consultant, he will also
assist the Program Director with counseling on an informal basis.

Evaluative.

The ET has serious concerns regarding staff coverage; staff
qualifications; the hiring, orientation and training of staff;
the lack of any formal system of communication; the program's
relationship to D.A.R.E.; and the use of volunteers.

1. While there have been times when the program has "hired"
staff, at no time has the funding for these staff members, both
funded through CETA, come out of the program's weekly rate of
$196.07 per child. Since there is no written contract between
DYS and the program, 1t is difflcult to assess what the progran
rate is supposed to include (e.g.. funding for a specific number
of staff). In any event, the number of staff, particularly in
light of the stated responsibilities of staff (i.e., Assistant
Director has no responsibilities, other than as riding instructor,
for interacting with, or providing supervision, or counseling for
youth in the program), 1s insufficient in terms of meeting the needs
of the youth in the program. Thils issue is heightened by the
fact that, according to a majority of all residents and staff inter-
viewed, there may be as many as fourteen youths involved in the
program at one time (seven state youths, one special referral, the
Director's son, the Assistant Director's son, the two "junior staff"
from Brookline High School and their two friends.) In addition to
minimizing the present staff's ability to adequately supervise,
schedule and participate in program activities, this present under- g
staffing also places an inordinate amount of responsibility upon %
the Program Director. ;

2. On August 17, 1976, the Assistant Commissioner for After-
care, in a memorandum to the Director of Region IV and the Program
Director , stated that (1) "The Ranch must have
qualified staff, who have either education or experience in group
care, preferably both" and (2) "The reglonal office should review
their resumes and approve the hirings" (see Relationship to BYS section, page 64).
As reported to the ET by the Assistant Regional Director of Region
IV, however, the flrst condition of the August 17 memorandum was
rescinded at a later meeting (September 30, 1976).
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ADMINISTRATION AND STAFF, Evaluative (continued)

Clearly, if the program 1s to meet the needs of the youth it
serves 1t must provide "qualified staff, who have either education
or experience in group care." Further, since the program is viewed
as taking "heavy-kids" (one regional caseworker stated that the
chlldren at the Ranch would otherwlise be candidates for Secure
Treatment) and since program staff are directly responsible for
providing counseling services to youth it is particularly important
that they have the experiential and/or academic background necessary
to meet the specific needs of each individual youth in the program.

3. The ET could find no written policy on either staff orien-
tation or staff training and all staff interviewed stated that they
had received nelther. It is the contention of the ET that staff
orientation and training, essential to the quality of any program,
is of particular import in light of the relatively limilted staff !
experience and/or previous training in working with youth such as j
are placed at the SYK Ranch.< :

4, The program's relationship with D.A.R.E. is somewhat
ambiguous (there is a written, but unsigned, agreement), although
apparently D.A.R.E. serves as little more than a conduit for funds.
The ET questions the advisability of the Director of D.A.R.E. Foster
Care serving as both program liaison, apparently subsumed in the elght percent
administrative overhead, and the Clinlcal Consultant at an additional $287.50 per
month, collected by D.A.R.E. as the parent agency (see Budget and Contract, page 71).

5. The SYX policy statement. on recordkeepilng
states that daily logs are "avallable for staff to enter progress
of youths behavior and other pertinent information in order to
ald in staff communication and consistency." The ET applauds

this polilcy and questions why this practice was
discontinued in September of 1976.

6. Five of the seven staff "employed" at the Ranch, accord-
ing to the Program Director, have been volunteers. The use of these

volunteers, un-trained by the program, does not conform to OFC
Regulation 409.2,2

If, in fact, the aforementioned teenage girls from Brookline
High School are serving as volunteers and working with program

youth, they too should be receiving appropriate training and super-
vision.

- In summary, as presently constituted, the SYK Ranch is staffed
and adminlistered 1n such a way as to ralse serious questlons as to
the program's abllity to provide adequate service to the youth en-
trusted into 1lts care.
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ADMINISTRATION AND STAFF (continued)

Recommenggtion.

The ET recommends that:

1.

a) Additional staff be hired so as to provide more
adequate staff coverage.

b) Any additional staff hired should possess a level
of expertise sufficient in meeting the needs of the
youth in the program, as addressed throughout the body
of this report.

e¢) DYS be involved in all hirings so as to ensure the
implementation of these recommendations.

A comprehensive system of orlentation and on-going in-
service training be implemented and provided %o all
staff.

A contractual agreement between the Ranch and DYS be
negotiated, specifying the responsibilities of both par-
ties as pertains to the number, functions and qualifi-
cations of all staff.

The daily log be re-instituted so as to ensure a more
thorough system of staff communication.

a) Volunteers not be employed unless a training program
1s offered.

b) Written job descriptions be submitted to DYS on
each volunteer involved in the program.

The status of the "junior staff" be clarified and sub-
mitted, in writing, to DYS.




19

ADMINISTRATICON AWD STAFF (continued)

Reference.

lOFC Regulation 203.5 states that "the licensee shall provide
orientation for all new employees to acquaint them with the
facility's philosophy , organization, program practices and goals.
Each licensee shall describe in writing the facllity's plan for
staff orlentation."

OFC Regulation 203.6 states that "the licensee shall provide on-going
staff training programs appropriate to the size and nature of

the facility and staff involved. Each licensee shall describe

in writing the facillty's plan for staff training."

20FC Regulation 409.2 states that "the licensee shall utilize

volunteers only in conjunction with appropriate supervision
and training."”
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INTAKE

Since October 20, 1975, when the SYK Ranch recelved its first
OFC provisional group care license, thirty-nine youths have been
admitted into the program.* Thirty-four were referred by DYS
and five by 0SS.

Process.

Admission i1s usually initlated by a phone call from the ap-
proprlate DYS Residential Placement Supervisor to the Program Direc-
tor to determine if there are any openings in the program. If
there is a current opening, or if an opening is expected in the near
future-, the Region will be informed of intake information required
(medical release form, placement history, psychological workups
available, Cores and family history) and a pre-placement visit may
be arranged. All youth admitted must first spend a weekend in the
program, during which time both the prospective —residéent: and the
Program Director determine 1if they feel it is an appropriate place-
ment. The Program Director stated that he makes it a point not
to read any of the intake data submitted prior to making this
decisionn as he feels that much of it 1s erroneous or misleading.

This Informatlion is reviewed by the Assistant Director who, apparent-
ly, has input into the intake decision, primarily to correct, based

on her review of the records, any possibly false impression the
Director has reached.

At the conclusion of the weekend pre-placement visit, 1f the
Program Director has determined that the youth's interest would
be served by placement at the Ranch, any one of the following
things can happen: 1) the youth may feel that he doesn't want
to be at the Ranch; 2) the youth may be undecided, in which
case the Program Director will tell him to go home, think about
it, =and call the program once he has made up his mind; 3) the
youth may decide definitely that he wants to be in the program. If
the youth has decided he wants to be a part of the program and there
is no immediate opening, the Program Director instructs him to
return home and call each day to see if an opening has emerged,
with the understanding that admission is contingent upon good

¥ Note: VYouths are consldered to be terminated if they have
been out of the program for a minimum of two weeks
and subsequent re-admissions are viewed here by the
ET as new and distinct admissions.

Not included in these figures are those youth, referred
to by the Assistant Director as "strays," who are ad-
mitted into the pvogram on a temporary and informal
basls - generally as a favor to a friend.
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INTAKE, Process (continued)

behavlior at home during this interim period. The Program Director
stated that this system helps him to determine how motlvated

the youth 1s (i.e. by the frequency of the phone calls) and

to maintaln, and hopefully bulld upon, the relatlonship begun dur-
ing the pre~placement visit.

According to the DYS Residential Placement Supervisor for
Reglon IV, there has been an agreement in effect, at least since
November, holding the Program Director responsible for involving
Region IV in all DYS intakes. The Program Director informed the
ET that he was not made aware of this policy until midway through
thls evaluation. There is no record of such a policy, but in
the future all DYS referrals will be routed through Region IV.

Criteria.

According to the Program Director, the SYK Ranch is best
suited to dealing with DYS youth who (1) "the system has been
shitting on for years, " (2) are "street wise," and (3) are
tough enough, physically, to handle the amount of work demanded
at the Ranch.

The program will not, according to the Program Director,
take boys who (1) have sexual problems, because of the fact that
it is an all-boys program; (2) have a history of arson, although
exceptions may be made; (3) are suffering from "mental distur-
bances;" (4) have a history of abusing animals, although excep-
tions may be made depending upon the "degreé" of the abuse; (5) are
sulcidal, because of the fact that youth in the program are fre-
quently fisolated"due to the lack of staff; and (6) are involved
with "hard drugs."

Profile of Admissions.

As previously noted, the SYK Ranch has admitted thirty-four
DYS youth into 1ts program since October 20, 1975; relevant
characteristics, based on Table I-1l, (see following page) are
as follows:

(33~738% were on "detention" status; 62% were commited.
91% have been wnite. /,,,‘m——-—-—*"’“"
3; The average age of these youths has been 15.65 62%
have been under the age of sixteen.
4) A1l have been males.
5) 94% were referred by Region IV.

————
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Table I-1: _Admissions Profile of DYS Youths Placed at SYK Ranch - By Status¥

i-la: by Region.

Detention Committed5= Total

1
19
1

21

Committed = Total

Region IIi 0
Region IV 13
Region VI 0
13
I-1d: by Age.
Detentlon
13 yrs. 1
14 yrs. 3
15 yrs. Vi
16 yrs,. 2
17 yrs. 0
13
X= 15.2 yrs.
Range= 13.7-16.5
yrs.

N =
R leS~wo

15.9 yrs.

14.0-17.2
yrs.

1

32
1

34

g

1 3%

6 18%% = 62%
14 h1%

12 35%

1 3%

34 '
15.6 yrs.
13.7-17.2

yrs.

I-1b: by Sex.

Detention Committed = Total

Male 13
Female 0
13

I-1lc: by Race.

Black
Caucasian
Puerto Rican

21 34

Y 0

21 - 34

Detention Committed = Total

0 2 2
13 18 31
Y 1 1
13 21 34




23

INTAKE (continued)

Orientation.

Once admitted, children are immediately assimilated into
the program and, according to the Program Director, staffings
are held within two weeks, out of which come the treatment plans
devised by the program's clinical consultant (see Clinical Component
. section, page 46).

Evaluative.

X l. The ET feels that the stated system by which the Program
Director and a potential resldent keep in touch during that time
between the pre-placement visit and admission is a good one, as
thlis period may be lengthy and the process of ongoing communication
facilitates eventual admission.

2. The Program Director's frustration over the inadequacy
of the records kept on youth referred is understandable; however,
it is the ET's opinion that to deal with this frustration by not
even reading them only further handicaps the process.

3. It is the consensus of the ET that the Program Director
is not sufficlently informed (especially without reading tiie records
prior to the intake decision) to determine which youth meet the
program's Intake criteria. Also, it 1s the ET's opinion that
the Program Director is not qualified to determine whether or not
a particular youth's educational and/or clinical needs will be
best met at the Ranch.

: . The ET is also concerned over the total, and diverse,
number of youth residing at the Ranch at any given time and the lack
of any pollecy with regard to this. This 1s of particular concern
due to the limited space available, the financial resources of the
program and the paucity of staff.

Recommendation.

The ET recommends that:

1. Steps be taken to ensure that the number of youth should
not exceed the limits established by the approprlate licensing
agencies (see Facility section, page 6).

2. Intake material be reviewed by the Program Dlrector
prior to making intake decisions.

3. Qualified staff be hired, and involved in the intake
process, to ensure that the intake criteria is met and that the
educational and clinical needs of all youth are not overlooked.
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PROGRAM - DAILY SCHEDULE

Through observations and interviews with staff, former staff
and program residents, the ET found that the routine at the Ranch
varies only slightly fpom day to day. Most client activitiles at
the Ranch can be placed in one of three categories: manual labor,
"hanging out" or riding horses. There are several factors that may
affect the amount of time gpent on activities in each of those
categories on any particular day. These factors are: the weather,
the Director's assessment of the mood of the residents,  the
amount of time the Director has to assign and supervise work tasks
and the amount of time the Director or the Assistant Director
has to supervise riding.

The ET conducted a time sample of daily activities while at
the Ranch. Every fifteen minutes, beginning at 11:00 am one day
and continuing until 11:00 am the following day, the ET recorded
the whereabouts and activity of each youth. Reported by youth
and staff and as observed by the ET, there is nothing extraordinary
about this twenty-four hour period -- it is apparently a typical
SYK Ranch day. (The weather on both days was quite nice and un-
seasonably warm.) This time sample includes the activities of all-
eight youths living at the Ranch at that time: the four DYS
youths assigned there, one DYS youth living there temporarily
but not assigned there, two youths placed there by the O0ffice of
Social Services and one youth living there as a favor by the
Director to the youth's parents, Except for sleeping arrangements,
the time sample excludes the actlvitles of the Program Director's
son and the Asslstant Director's son.

TIME LOG

11:00 am -~ The Director, L¥ and seven youths are laying drainage
plpe next to the swamp in the back. The process
consists of positioning and laying down the pipe,
shoveling dirt into a wheeelbarrow at another part
of the Ranch, bringing the wheelbarrow to where the
pipe has been laid and finally covering the pipe with
the dirt. The eighlth youth is indoors on "house duty."”
(For explanation of "House Duty" see page 28.)

11:15 am - The Director, L and three youths go back for coffee
break. One of the three, who had words with the

¥ Counselor from the I-3 Unit at Danvers (see Administration and
Staff section, page 12),. '
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PROGRAM - DAILY SCHEDULE, Time Log (continued)

Director over the youth's complalnts of a headache, 1s -
to have his temperature taken. The four other youths 1
who had been laying pipe are to hay the horses and then - -
return to the house. The eighth youth 1s still in
the house on "house duty." ‘

11:30 am - Six youths in the cellar. They are supposed to be
cleaning it until the coffee is ready. They are ;
mostly sitting and talking. The youth who complained %
of a headache was confined to bed with "mononucleosis" ¢
(see Controls section, page 53). The elghth youth 1is
still upstairs on "house duty."

11:45 am - Same.

12:00 pm - All clients upstairs, drinking coffee in the kitchen
except for the youth with " mononuclecsis" confined to
bed. (This 1s their first food intake since break-
fast.) Right before going upstairs, they quickly
straightened out the cellar.

12:15 pm -~ Coffee break still in progress. Some youths are in-
side, some are outside.

12:30 pm - Break still on. An impromptu discussion on steal-
ing is taking place outside between L and three youths.
It was brought on by L discovering that one of youths
stole a palr o7 boots. L and the youth soon depart,
wlth the Director's permission, to speak to the manager
of the store that the boots were taken from.

12:45 pm - No change. One youth in bed with "mononucleosis,"
one youth doing "house duty," one away with L, five
hanging around inside and outslde.

1:00 pm = Same.
1:15 pm - Same.
1:30 pm -~ Same.
1:45 pm - Same. Youths return to house for lunck.

2:00 pm - L and youth return. Iunch begins (hot dégs and beans). The youth with
"mononucleosis" eats in his room.

2:15 pm - Youths have finished lunch. One youth 1s cleaning up.
One youth stlll in bed with "mononucleosis." The others
are hanglng around. Four will engage in a lesson on
operating a power saw. A Ranger who arrived before
lunch will conduct 1it. .
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2:30

:00
:15
:30
: 45

w w w W

=

: 00

145
: 00
:15
: 30
145
: 00

O U1 v Ul =

(o)

: 15

:30
+30

~ O

pm

pm

pm
pm
pm

pm

pm
pm

pm

pm
pm
pm
pm
pm

pm

pm

tao
pm

pm

Four youths still walting for power saw lesson. Three
others (who had the lesson) are either cleaning horses
(two) or cleaning some donated barrels (one). Eighth
youth still in bed with "mononucleosis."

The power saw lesson begins. The saw 1s presently
inoperable so the lesson deals with taking it apart
and putting it back together. Three youths still
engaged In cleaning horses or barrels. The eighth
youth is still in bed with "mononucleosis."”

Same.

Same.

Same.

The saw lesson is over. Some youths are in the corral
with the horses, some are hanging around. One youth
is sti1ll in bed with "mononucleosis."

Same.

Same,

Most youths'are in the corral with the horses. They
are practicing riding and receiving some instruction
from the Assistant Virector. Two youths are raking

a road. One youth is still in bed with "mononucleosis
Same.

Same.

Same.

Same.

Same.

Same, except that the two youths who were raking the
road are now hanging around.

Everyone 1u house.

" Group meeting. Youth who has been in bed (in pajamas)

wlth "mononucleoslis" puts on a pair of pants and jolns
meeting. This 1s hls first time out of bed since he
was glven "mononucleosls" this morning.

Dinner (beef stew). .Youth with "mononucleosis" returns to room,
eats dinner there, remailns there for the night.

26
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PROGRAM -~ DAILY SCHEDULE, Time Log (continued)

8:00 pm
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Five youths go to the barn to do the evening chores.
One youth stays behind for "house duty," the youth
with "mononucleosis" remains in bed. The youth who is
here as a favor to his parents leaves with his father.
He is to return in five days.

Same.

Two youths are sitting outside, two youths are watching
T.V., two youths are cleaning up in the kitchen, the
youth with "mononucleosis" remains 1in bed.

Youths hang out, watch T.V., play cards or talk.

Same.

Same.

Same,

Same.

Evervbody in the house retires for the night. The
Director sleeps on the couch. The Assistant Director
is in the master bedroom with her young son, five
youths are in beds, two youths are in sleeping bags

on the living room floor and one youth is on a beanbag
chair on a bedroom floor. (One of the eight youths is
the Director's teenage son.)

No change in sleeping accomodations.

Wake-up.

Everybody geting dressed and goling outside to stay
out of the way until breakfast is ready.

All youths outside except for youth on "house duty"
(same youth as yesterday).

Same.

Same.

Breakfast (fried dough and cereal).
Breakfast.

Everyone 1s finished with breakfast, and the youihs are
walting for the Director to take them to the barn.
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PROGRAM - DAILY SCHEDULE, Time Log . (continued)

8:00 am

All youths at barn for chores (see explanation of
chores below), except for youth on "house duty."

8:15 am - Same.
8:30 am ~ Same.

:45 am -~ Same.

+00 am - Same.

:15 am - Same.

O O w W o

:30 am - All youths (except for one on "house duty") begin to
plck up and discard rocks from a field which will
eventually be a corral. The Director plows the field
with a makeshift plow attached to the back of the
truck, and the youths remove the rocks from the
wake of the plow. When the plowlng ends the vouths
begin to rake up and remove the smaller roexs.

9:45 am - Raking rocks continue.
10:00 am - Same.
10:15 am - Same, the youth who was given "mononucleosis" yester-

day complains that he feels sick. He is sent back
to the house to return to bed.

10:30 am - Same.
10:45 am - Same.
11:00 am - Back to house for coffee break.

End of twenty-four hour period.

Of the chores that are done every morning, the major task
is to clean out the stable. This involves removing the horses
from their stalls, sweeping the stalls clean, shoveling the sweep-
ings into a wheelbarrow and emptying the wheelbarrow onto a manure
pile outside the stable. Several wheelbarrow loads are collected
and dumped each morning. Other less time-consuming tasks that
are part of the morning chores involve general care and feeding
of the animals. ’

"House Duty'" at the Ranch consists of usual domestic chores.
The program resident who 1s on "house duty" functions like a
housekeeper: he helps out with vacuuming, the laundry and the
cooking, makes sure that coffee 1s avallable, sets, cleans and
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PROGRAM -~ DAILY SCHEDULE (continued)

washes the kitchen table and washes the dishes (by hand and by
operating the dishwasher).

-~ -The major work assignments that the program residents per-
formed during the twenty-~-four hour period covered by the time
sample (i.e. laying drainage pipe, picking up rocks, etec.), re-
portedly are quite representative examples of other labor that
they have done. Most of the manual labor that they do is essen-
tial to the maintenance and improvement of the property and the
care of the animals. Some of these other tasks include raking
leaves, shoveling snow, bullding a corral, moving felled trees,
and building dry wells in all of the horse stalls (this activity
consists mostly of digging holes in the stalls and filling them
with rocks).

Program residents stated to the ET that "hanging out" is
boring, though it is preferable to the manual labor. Youth re-
ported that beilng given "mononucleosis" by the Director is the
least desirable way to spend the day. One youth explained to the
ET that if the kids "screw around" they attract the attention
of the Director and he then finds some work for them to do. Thus,
they are usually willing to sit around quietly, doing nothing.
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RECREATION

There 1s 1little evidence of a planned recreational program
at the SYK Ranch. No time 1s speclfically set aside for recrea-
tional activity. All but very informal forms of recreation
(e.g. card playing during free time) occur at the discretion of
the Director. The major recreation, horseback riding, occurs
sporadically. The Director has stated that other recreative acti-
vities at the SYK Ranch are snowball fights, football, swimming,
fighting with batakas and playing wlth cards and board games.

The Director stated that he has been unable to galn access
to most community resources, although the program does use a local
swimming hole. He stated that he unsuccessfully attempted to gain
access for the program to a Girl Scout pcol., One youth sald that he atterded
a hockey game at North Station once while residing at the Ranch. Accordine to
a former staff member, during the ten wesks that he was employed at the Ranch,
the youths never left the grounds for recreation -- in fact, to
th= best of his knowledge youth were allowed off grounds at all only
three times durilng that ten week period. Program residents have
confirmed that they rarely leave the grounds.

The riding program at the Ranch consists of each youth in
the program being "glven" a horse and maintaining responsibility
for the care, groomlng and training of his horse. The Director
stated that in order to ride, a youth must discover how much work
is involved in caring for a horse. Youth must "buy into" the
animals in order to stay at the program. The Director stated that
he will not keep a youth who does not "get into" the animals.

Program residents receive instruction in horse care, train-
ing and riding from the Director and the Assistant Director.
They have both stated that they are licensed riding instructors.

The riding, reportedly, is done on an irregular basls for two
reasons: 1) It is obviously a weather-dependent activity and
2) It is used as a control technique. The Director stated that
riding time may be given 1f work tasks are done satlsfactorily.
He stated that a whole day could be spent working or a whole
day could be spent riding. The amount of time that youths ride
depends on thelr behavior and on the work that the Director
would like them to do.

Aside from the sporadic riding times, the ET was unable to
confirm any other form of outdoor recrezticnal activity sponsored
by the program. Youths and former staff were unable to recall
any outdoor recreation besides riding. - All youths said that
the only form of outdoor recreation was riding and that the Ranch
was "boring" because of the lack of other activities. The estimates
of the amount of riding that 1s done varies from youth to youth,
but all expressed a desire for a relief from boredom via other
recreational activities. One client did recall that they were




RECREATIONAL (continued)

once allowed to throw snowballs at a rowboat; otherwlse, he said,
snowball fights were against the rules. During the evaluatilon
period, the ET observedone occasion when three program residents
engaged in an impromptu makeshift "softball" game using a stick
and a beaten-up, waterlogged tennis ball. This activity was un-
authorized and took place while the youths were supposed to be
working unsupervised in the barnyard. The Director reported that
in warm weather, with supervision youths are allowed to ride
their horses off grounds to various group activities. As for in.
door recreation, the ET observed the followling pursuits: playing
cards, readlng comic books and watching television.

Evaluative.

. It is the opinion of the ET that the recreational program

at the SYK Ranch is sorely deficient. Other than riding, there
is no significant recreative activity available to the youths.
OFC regulations stipulate that programs must provide a structured
plan for recreation.

By not providing an adequate recreational program, the SYK
Ranch is depriving the children who it is supposed to be serving
of the opportunity to develop theilr recreational skills and interests
fully. As one program resident stated, "There should be some-
thing to do besides work - that's all we do."

Recommendation.

The ET recommends that:

1. The Ranch provide the program residents with the oppor-
tunity to engage in recreative activity other than riding.
Youths have stated that they would like to participate in sports
activities.

2. The amount of time that is allowed for recreation should
not be totally dependent on the Director's assessment of the youths'?
behavior. Recreation time should be regularly scheduled.

3. A greater effort be made to identify and utilize off-
grounds recreational facilities. The boredom that program resi-
dents experience is exacerbated by the lack of off-grounds activity.

L, Specific staff member(s) should be responsible for the
development and implementation of a comprehensive recreational
component for youth placed at the SYX Ranch.

31
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RECREATION (continued)

Reference.

"309.0 Recreational Services:

The licensee shall describe in writing its plan for
meeting the recreational needs of the children served,
including the use of community resources where appropriate.

309.1 The licensee shall provide or arrange for indivi-
dual and group recreatlonal programs appropriate
to the age, interests and needs of each child.

309.2 The licensee shall provide a recreational program
which provides for free, unplanned time for child-
ren to purse individual interests, with supervision
as requlred for the protection of the child."
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During the period from March 28 to April 5, 1977 while the
ET was conducting an evaluation of the SYK Ranch, no youths
placed there by the Department of Youth Services were observed
to receive tutorial services in an academic subject area nor did
they attend school in the community. One youth reported that he
was currently receiving homework assignments from an alternative
school program,.

The Program Director explained that youths placed at the
SYK Ranch program, "aren't capable of school when they get here."
He further stated that if a youth was "stable enough to get
into a regular school program, he generally didn't need to be
at SYK." At one time, tutors had been made available through the
North Shore Community College but these services have since been
terminated. When asked about the success of the previous tutorial program
the Director stated that the youths participated "to get out of
chores by going to school." One youth attended the local regional
high school for a period of ronghly ninety days (October 1976
through January 1977).

According to the Program Director, the determination to pursue educational
services for a youth is made at the initial "staffing" following placement
in the program. These staffings are attended by a part-time
consultant psychologist provided by D.A.R.E. Inc., the Program
Director, the youth's social worker and other SYK staff. The
Director stated that the educational decisions made are not
based on the results of educational or psychological testing or
a Core evaluation but rather on his subjective judgment gained
through observation of the youth in the following areas:

attention span

work habits

attitudes

the amount of structure needed
interest in books
responsibility to authority
informal talks with the kids

-~ QWU Lo o
s e S s S

According to the]ﬂirector, the part time consultant has never
administered any formal testing on any youths at the Ranch nor
has the Director requested that he do so.

The Director stated that requests for Core evaluations are
discussed at the time of the staffing and that in a small percen-
tage of cases, he requests that a Core be pursued by the director
of the youth's DYS region. The program has not had a good success
rate in obtaining these evaluations because, in the words of the
Director, "when Cores are pushed you run into reluctant schools."
He expressed some confusion regarding where the responsibility
lies in conducting a Core ewvaluation. It 1s his understanding
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that if a program has six or fewer youths 1ln residence the respon-
sibility for conducting an evaluation is that of the local school
district, in this case the Triton Reglonal Schocl District.

The Program Director reportedly advises each youth of hils
rights to an education in an informal manner. He stated that
he does not feel it is necessary to give formal advice '"read
off a plece of paper." When asked for examples of how he infor-
mally provides this informatlion the Director furnished the ET
with the following examples: "Wouldn't you rather get an education
than shovel shit?" or "Why the hell don't you go and get and
education?"

The Director stated that he was orally notifled by the

Licensing Specilalist that the kids must recelve a educational
services.

He stated that through informal discusslons with the Li-~
censing Specialist, he learned that the educational require-
ments may be satisfied in the followlng ways:

1) Regular Education Progran
2) Vocational Education Program
3) Discretionary Wailver

The Program Director decided, with the approval of the
Assistant Reglonal Director of Reglon IV, to pursue "Discre-
tionary Waivers " through the local school superintendent. Ne-
gotiations were initiated and conducted by telephone. When
interviewed by members of the ET, the Superintendent stated that
he had never visited the SYK Ranch program, seen a formal program
descriptilon, reviewed the files, discussed the cases with former
teachers or school officials, or met with any of the youths for
whom wailvers were granted. According to the Superintendent,
he has granted eight such waivers for SYK residents since Octo-
ber 1976. He stated that the waivers were granted in compliance

with Chapter 76, section 1 of the General Laws Pertaining to
Education to wit:

CHAPTER 76
SCHOOL ATTENDANCE

CH. 76, 8 1. REGULATION OF SCHOOL ATTENDANCE

"Every child between the minimum and maximm ages established
for school attendance by the board of educatinon_  except a child
between fourteen and sixteen who meets the reauirements for the
completion of the sixth grade of the public school
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as establlished by said board and who holds a permit for employ-
ment in private domestlc service or service on a farm, under
section elighty-six of chapter one hundred and forty-nine, and
is regularly employed thereunder for at least six hours per day,

or a chlild between fourteen and sixteen who meets said requirements

and has the written permission of the superintendent of. schools

of the town where he resides to engage in nonwage--earning em-
ployment at home, or a child over fourteen who holds a permit

for employment in a cooperating employment, as provided in said
section eighty-six, shall, subject to section fifteeen, attend

a public day school in said town, or some other day school ap-
proved by the school committee, during the number of days required
by the board of education in each school year, unless the child
attends school 1n another town, for said number of days, under
secfions six to twelve, inclusive, or attends an experimental
school project established under an experimental school plan, as
provided in section on G of chapter fifteen, but such attendance
shall not be required of a child whose physical or mental condi-
tion is such as to render attendance inexpedient or impracticable
subject to the provisions of section three of chapter seventy-one
B or of a child, granted an employment permit, by the superin-
tendent of schools when such superintendent determines that

the welfare of such child will be better served through the
granting of such permit or of a child who is being otherwise
instructed in a manner approved in advance by the superintendent
or the school committee. The superintendent of schools may trans-
fer to any specialized type of school on a full-time basis any
child who possesses the educational qualifications enumerated

In this section and in the opinion of the superintendent would

be benefited by such transfer. ..."

The text of one such walver found in a client's files is
included below:

"Per our recent telephone conversation, the follow-
ing is written concerning who is now assigned
to the 3YK Ranch in Rowley.

Under the provisions of Ch. 76, Sect. 1, a Super-
Intendent of Schools may grant a walver from regular
school attendance for a pupll whose condition is such
as to render attendance inexpedient and impracticable.

In granting such a walver the Superintendent must
ensure that the welfare of such child willl be better
served for the granting of such permit.

Thus, I request you to assume rb&sponsibility that
such training given wlll be in the best inter-
ests of hls own personal welfare.
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This walver willl only extend through the end cf
the school year 1977, and any request for extension
beyond that time shall be forwarded to this offilce.

Please call me 1f there are any questlons on this
matter." .

Of the four DYS youths placed at the SYK Ranch during the
evaluation period, two youths had walver letters granted by the
superintendent in their files and, two youths (one of whom is
under sixteen years old) had no waiver letter. None of these
youths were receiving any educational services, except for the
homework assignments reportedly received by one program youth.

Evaluative.

There is no formal educational component in the SYK Ranch
program. Massachusetts statutes expressly require that all youth
within the jurisdictilon of DYS be provided with appropriate edu.
cational services.

Further, section 307.1 of the OFC Licensing Regulations
states in part:

"The licensee shall make available educational services to
all children, as appropriate to the needs of each child."

Not only are educational services not made available but
the informal criteria utilized by the Director are not compre-
hensive enough to determine the educational needs of each youth.

It is apparent that the mandates of Ch. 766 should be brought to bear
in the development of an educational service plan. The Assistant Regional
Director stated that since October, three SYK youths had been referred for Core
evaluations while in the program; however, the Director has stated that it
i1s difficult to get Cores completed due to the reluctance of school depart-
ments to get involved with his youngsters. Section 202.1(b) of Ch. 766 Regu-
lations (1976) would appear to clarify the questlon of responsibility for con-
ducting an evaluation:

202.1 "Each school committee shall satisfy all the requirements
of Chapter 766 of the Acts of 1972 and these regulations
for the following categories fo school age children:

202.1(b) Children who live in a place in which there
are living a total of six or fewer than six
- chlldren unrelated by blood relationship to
the head of the household where such place is
in the clty, town or school district over which
such school committee has jurisdiction.”
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It appears from the sectlon quoted above that the responsi-
bility for conducting these Core evaluations is that of the
Triton Regional School district. This interpretation of respon-
slbility would apply if the total number of occupants was in
accordance with the twon occupancy permit for the Ranch which stipulates that
occupancy canmot exceed eight people (see Facility section, page 6).

Section 315.5 dellneates the responsibilities of the De-
partment of Youth Services in initiating said referral for e-
valuation:

315.5 "A child who has been committed to, referred to, or de-
tained by the Department of Youth Services, and who is
currently under their jurisdiction. A regional offi-
clal of the Department of Youth Services shall receive
the referral and be responsible for determining whe-
ther a referral for an evaluation should be made."

It is ¢lear that the program's method of informing the young-
sters of theilr right to be evaluated and participate in an educa-
tlonal program as quoted previously is insufficient. The program
does not bear this responsibility alone, however, as stated
in Section 206.0 of the 766 Regulations:

206.0 School age children of ages sixteen through twenty-
one: Consent of Parent and children.

"The requirements of these regulations shall not
be construed to require the attendance at schonl
of school age children of ages sixteen through
twenty-one who have left school. Attendance at
school by such school age children shall be com-
pletely voluntary. A school age child of ages
eighteen through twenty-one shall be entltled to
all of the .rights given to school age children by
these regulations and all of the rights given to
adults by applicable laws. Each school committee
shall make every effort to advise school age chld-
ren of ages sixteen through twenty-one who have
left school of all program options available to
them in the school systeu."

Clearly, the School Committee of the Triton Regional ‘School
District, the Program Director, the Program Consultant and the
offlcials of the Regional Office of DYS have not pursued, to the
fullest possible extent, a course of action which would encourage

each youngster at the SYK Ranch to avall himself of hils rights
to an education.
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Rather, the expedient solution of the "Discretionary Waiver"
has been employed to abrogate the responsibility for providing an education
component that simply does not exlst. While the granting of
such walvers is within the bounds of the law (see Ch. 76 Sect 1,
quoted previously) the practice of granting walvers with a total
lack of information on the part of school officlals appears
questionable at best. The Program Director's response when he
learned of the ET interview with the Superintendent, "I hope you
didn't screw up my waivers, I'll have to find some other way
around it," speaks for itself. In summary, the educational

component does not appear to be a high priority in the SYK Ranch
program.

Recommendation.

1. That a meeting be scheduled including representatives
of DYS Region IV, the Northeast Region of the State Depart-
ment of Education, the School Committee of the Triton Re-
gilonal School District, the 0ffice for Children and the SYK
Ranch to make final determination of the legal responsi-
bilitles of each party for the referral, evaluation and
education of each youth placed in the SYK Ranch program and
a clearly defined system for discharging those responsi-
bilities.

2. Pending resolution of said questlon, that a duly certi-
fied Education Specialist be employed to provide an edu-

catlional program for each youth currently residing at the
SYK Ranch.

3. Pending resolution of recommendation #1, that the prac-
tice of utilizing "Discretionary Waivers" be suspended.

Reference.

1 n307.0 Educational Services:

The licensee shall describe in wrilting its plan for
meeting the educational needs of the children served.

307.1 The licensee shall arrange for the education
of each child in care, in compllance with state
and local laws. The licensee shall make avail-
able educational services to all children, as
approprilate to the needs of each child."

2 M.6.L.A. ch. 18A 8§ 2, 4, 7.
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VOCATIONAL

The vocatlonal component of the SYK Ranch program consists
of the chores and activities related to the care of the animals
and the maintenance and improvement of fhe SYK grounds, facili-
ties and equipment. The activities, as described by the Program
Director, include:

1. Forestry - Learning the care and operation of chain
saws and the safety requirements related to their opera-
tion. Once the youths have learned about the equipment,
they put that knowledge to practical use by clearing out
brush and cutting down trees that have been marked by the
Forest Ranger.

2. Mechanics - Care and maintenance of the SYK trucks, vans
and trailers. Youths assist the director in "engine tune-
up" and routine maintmnance.

3. Carpentry - Under the direction of the Program Director,
SYK youths have built a cabin on State Forest land abutting
the property and added a hayloft to the existing barn struc-
ture. Puture plans call for the expansion of the existing
hayloft and adding a "dormitory" to the front house.

4, Grading -~ Youths are using shovels and wheelbarrows to
move earth from the rear of the property and build a riding
trail through the existing swamp. They also have built and
presently maintalin the current driveways and pathways on
the property.

5. Control of Water - Youths have learned to install cul-
vert pipe as a means of controlling the water level of the
"swamp" on the property which will be transformed into a
small pond in the future.

6. Animal Husbandry - This area covers all activities re-
lated to the care and maintenance of the Ranch animals in-
cluding: horses, cattle, ponies, pigs, rabbits, sheep,
chickens, and dogs. It includes the dally cleaning of the
stables and feeding of all of the animals and allows the
youngsters to observe "life and death" through the birth
and the eventual slaughter of some of the animals for food.

7. Blacksmithing - Learning how t¢ install horse shoes and
ensure that all animals are properly shod for existing Ranch
and rlding conditions.

8. Housekeeping - Youths assist in cooking and food prepara-
tlon and maintaining the cleanliness of the living quarters.
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The Director also indlicated that some youths have been em-
ployed in the community in jobs such as cuttlng lawns, construc-
tion work or dishwashing and maintenance at the local Holiday
Inn. These Jobs are arranged through friends of the Director and
the youths are paid regular wages. Reportedly, this kind of em-
ployment 1s generally sought only for those youths who are pre-
paring to end their stay at the Ranch. According to the Director,
because of the tennous nature of relations with the community,
an expanded job program has not been pursued.

Youths who obtain Jobs off the Ranch grounds have bank
accounts established for them by the Assistant Director who
acts as a "trustee." Earnings are deposited in the youth's
account and savings are glven to the youth at the time of his
"termination from SYK. Deductions are made from a youth's account
to make restitution for any property damggse that he might be re-
sponsible for. Youths are not paid for their dailly labors on the
SYK Ranch grounds. In rare instances ACTION monies have been
made avallable for former residents to be employed at the Ranch
and ¢éne such youth was employed during the evaluation period.

The Program Director informed ET members that he has at-
tempted to arrange for vocational and educational services through
the Whittier Regicnal Vocational Technical High School. In an
interview with the Director of Special Needs Services at Whittier,
conducted on April 1, 1977, ET members were told that the first
contacts received from the Ranch were made on March 29, 1977.

No youths placed at SYK had received either evaluative or train-

ing services at Whittier by the conclusion of the evaluation
period.

Evaluative.

As previously stated, the vocatlonal component of the SYXK
Ranch program consists of the chores and activities related to
the .care of the animals and the maintenance and improvement of
the SYK grounds, facllities and equipment. Throughout the evalu-
ation period the ET observed the program youth carrying out
theilr daily chores and performlng tasks as described above. The
accomplishment of these tasks and chores did not appear to the ET
ag Vocational. The youths at the Ranch seemed to function more as
laborers than "vocational trainees."” The focus of the program
ir this area was observed to be one of "getting the job done"
rat::2~ than precise vocational training for each youth. Getting
a job done 1in and of 1itself may serve as one aspect of Job train-
ing in the sense that it may teach the youth the importance of
perseverance and task accomplishment. Comprehenslve skill train-
ing related to identification and development of a particular
vocatlon, however, was not observed to be the major focus of the
dally work done by the youths.
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The following serves as an 1llustration of one "lesson"
observed by the ET. The lesson was presented by a Forest Ranger
and involved the use and malntenance of a chain saw. Four youths
were in attendance. The Ranger demonstrated how to take the
saw apart for cleaning. He informed the youths of proper safety
precautions including the use of safety glasses and helmets.

One youth asked about a different type of chain saw that had a
"safety bar" which would immediately shut off the saw in the

case of an accldent. The Ranger began to describe how the device
operated when he was interrupted by the Program Director who
stated that it was umecessary to explaln the device since none
of the saws that the youths would use would be so equipped, and
hence, the information was irrelevant. As one of the youths be-
gan to assemble the saw, another explained to him how it should
‘be done. The Program Director informed the youth that he had

not been appointed teacher and should mind his own business.

As observed by the ET, this kind of response not only failed
to provide reinforcement for the youth's inquisitiveness but
served as an example to other youtls that such interest and ques-
tioning is not desirable behavior.

In the opinion of the Evaluation Team, the SYK Ranch is
not providing an adequate vocational component to DYS youth.
According to OFC licensing standards:

308.0 Vocational Preparation Services:

"The llcensee shall describe in writing its plan for meet-
ing the vocaticnal needs of the children served.

308.1 The licensee shall give consideration to arrang-
ing vocational preparation service according to
each child's needs and ability, and where appro-
priate, shall arrange for vocational services.

308.2 As appropriate to the needs of the child, the 1i-
censee shall arrange vocational services which
include:

308.2(a) vocational evaluation;

308.2(b) formulation of vocatlonal goals for the
child; : .

308.2(e) formuiation of a plan to achleve vocational
goals; ) .

308.2(d) implementation of vocational plan, in-
cluding vocatlonal counseling, instruction,
and training, and vocational placement or
referral to appropriate sources.

308.3 The child shall be fully involved in his vocational
evaluation and-:-formulatieon of vocational plan."
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As far as can be determined, no indivlidual vocational evalua-
tion i1s provided. Rather, each youth shares 1n the dally routine
of Ranch chores which must be accomplished. No evidence was made
avallable to the ET members that would indicate that a comprehen-
sive vocatlional evaluation had been conducted nor an approprilate
vocational plan developed based on the unique talents and apti-
tudes of each youths. ’

Furthermore, the ET is concerned that while the dally tasks
and chores are referred to by the program as providing vocational
trailning, they entail, in fact, little more than hours of hard
physical labor for which the youth receive no financial remunera-
tion. While it i1s expected that youths should carry out daily
normal household chores such chores should not exceed one to two
-hours a day. Labor exceeding this amount of time with no fiscal
or academic compensation can arguably be viewed as involuntary
servitude and may also be in violation of federal and state labor
laws. If youth are to continue to serve as the full time labor
force for the operation of the Ranch, they must be paid accordingly
at the minimum salary wage.

Recommendation.

1. That a comprehensive vocational assessment be conducted
on each youth placed at the SYK Ranch to determine vocational
aptitudes and interest through a facillity such as the Whittier
Regional Technical Vocational High School.

2. That a comprehensive vocatlonal plan be developed and
implemented for each youth, including the use of off.grounds work
experiences as each youth 1s ready to assume the responsibilities
necessary to such experiences.

Many of the Ranch activities and resources could provide
excellent vehicles for wvocational training. More intensive
effort, however, is required on the part of SYK staff to avail
itself of these opportunities.

In the area of cooking, for example, instruction could be
given in the following areas:

1) Nutrition and the planning of a balanced diet.

2) Reading and following recipes.
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3) Understanding of units of measure including:

a. teaspoons
b. tablespoons
c. cups

d. pints

€. quarts

f. ounces

g. pounds

In the area of carpentry, instruction could be given in the
following areas: :

1) Developing a blueprint or plan.
2) Determining materials required by the blueprint.

3) Determining the tools required to complete the project.
b) "Pricing" of materials through various suppliers.
5) Ordering materials.
6) Following a blueprint or plan.
7) Measuring and cutting lumber.
8) Installing windows and doors.
9) Proper insullation.
10) Applying finish "siding."
11) Applying roofing materials.
12) "Finish" carpentry.
Emphasis should be placed on the development of marketable

skills that can aid in gaining employment once a youth leaves
the SYK Ranch progranmn.,
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Reference.

29 USCA 8201 et. seq. (Federal Falr Labor Standards Act) and
Federal Regualtilons promulgated thereunder.

M.G.L.A. ch 149 856, et. seq. (State Child Labor laws)
M.G.L.A. ch. 76 81 (Compulsory Education Law)

M.G.L.A. ch. 119 853 (Liberal Construction of statutes dealing wlth
youth within jurisdiction of Juvenile courts)

King v. Carey, 405 F. Supp. 41 (W.D.N.Y., 1975)

Haller, Eegal Challenges to Peonage in Juvenile Institutions,
9 clearinghouse Review #53 (Nov., 1975)
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MEDICAL

Arrangements for medical and dental care for youth enrolled
at the SYK Ranch are usually made by the Program Director. Until
April 5, 1977, physical examinations and routine treatment re-
pe.todly were provided by a physiclan associated with the East
Bouston Neighborhood Health Center. The Program Director informed
the ET that he had attempted to have each resident youth examined
in East Boston shortly after his entry into the program. He
stated, however, that he had been hindered in doing so by a short-
age of staff to supervise youth at the Ranch while he accompanied
the boy to be examined, by difficulty 1n securing youths' medidal
records and releese forms, and by youth's being transferred or
running from the program before appointments for examinations
were scheduled. This reported difficulty in obtaining intake phy-
‘'sical examinations was reflected in DYS client records. Only
50% of the folders kept for DYS children enrolled in the program
during the evaluation period contained any medical information
whatsoever, either from DYS or from SYK. (See Records section, page 58.)

At the beginning of the evaluation period, the Program Director
stated that he hoped to circumvent these problems by arranging to
have intake examinations performed at the Anna Jacques Hospital
in Newburyport. (This hospital had previously agreed to provide
the program with emergency room and ambulance services and was
more conveniently located than the clinic in East Boston). This
goal apparently was achieved on April 5, the last day of the evalu-
ation period, when six program residents were, in fact, examined
at the Anna Jacques Hospital. On that day, according to a starff
nurse who had assisted the examining physician, the Program Di-
rector had negotiated an oral agreement with hospital personnel,
whereby one Anna Jacaues physician would examine each new SYK
youth shortly after his entry into the program, and would provide any
primary care required during the youth's residence. The nurse
told the ET that she hoped to incorporate this agreement into
a written plan for meeting SYK youths' health care needs.

...Dental care, according to the Program Director, is provided
by a private dentist practicing in East Boston. At the time of
the evaluation, one DYS resident reportedly was recelving exten-
sive dental treatment. To the ET's knowledge, no other DYS youth
in residence during the evaluation period had received dental
services during his stay in the program.

The Director and Assistant Director informed the ET that
most program youths who have been committed to DYS are eligible
for Medicald coverage, and have Medicaid cards when they enter the
program. The Assistant Director reportedly obtains cards for
eligible boys who do not have them at the time of intake. Detention
youth reportedly do not usually have Medicaid coverage, and Medi-
cald does not pay for routine dental services for any youth.
Dental bllls and bills for medlcal treatment of detention youth
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are therefore forwarded to the youth's reglon by the program.
The Director told the ET that the alleged failure of DYS regions
to pay these expenses promptly had strained the program's rela-
tions with providers, and resulted in the local pharmacist’s re-
ported refusal to bill DYS for medication required by youth in
any DYS program, including the Ranch.

Evaluative.

The ET belleves that all DYS youth are entitled to receive
high quality health care, commensurate with thelr 1individual re-
.quirements. These requirements may vary, depending, among other
things, upon the nature of the program in which a given child is
enrolled. Because SYK residents engage in prolonged physical labor,
and have extensive contact with farm animals,they may be exposed to
health and safety hazards not faced by youngsters in more conven-
tional programs, and'may , therefore, have health care needs which
exceed those of DYS youth placed elsewhere.

The SYK Program Director and Assistant Director have at-
tempted to provide adequate health care services for youth placed
at the Ranch, although their efforts seem to have beea stymiled by
the reported failure of DYS to supply necessary client records
ané to relmburse providers promptly. The ET 1s concerned, however,
by the apparent absence of a coordinated effort by the program,
DYS, and organizations having relevant expertise, to evaluate,
plan for and satlsfy health and safety requlrements peculiar to
the SYK Ranch.

Recommendation.

The ET recommends that current arrangements between the
SYK Ranch and the Anna Jacques hospital be continued, provided
that they remain satisfactory to all concerned. In order to
address both ordinary and special health and safety needs of youth
enrolled at SYK, representatives from the program, DYS Anna
Jacques Hospital, and any other interested organization whose
resources might be helpful, should meet to compose a clear, written
policy on medical services for SYX youth., Such a policy should
describe the kinds of medical services (including dental care)
to be provided, and the method of payment for these services,
and should assign well-defined, appropriate responsibilitiles
to each party charged with 1lmplementing the policy.

The ET further recommends that DYS help the program establish
ongoing communicatlon with local organizations having expertise
In the preventlon and control of farm-related health hazards,
so that the program can make use of thils expertise on an informal
basis.
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According to the Program Director, much of the program's
therapeutic approach revolves around the animals. Through being
responsible for the maintenance of the animals, a youth begins to
develop a sense of responsibility and a clearer view of his place
in nature. More importantly this lnvolvement may help to reduce
the tensions and anxieties of a new resident, thereby making it
easier for the program to deal with his emotional needs.

Treatment Plan.

Each youth placed at the SYK Ranch is supposed to have a
staffing within two weeks of admission. Thils staffing is facili-
tated by the program's clinical consultant (see Administration and Staff
section, page 12) and may include the caseworker , the Region IV Resi-
dential Placement Supervisor, the OFC Licensing Specialist, the
Program Director and relevant others. No minutes are kept of
these staffings, a fact which, according to the Program Director,
greatly detracts from the usefullness of such meetings. Apparently
the primary result of these staffings is the formulation of the
"Treatment and Service Plan," prepared by the Clinical Consultant.
These treatment plans consist of five components: 1) an "intro-
duction," 2) "educational plans," 3) "medical plans," 4) "fam-
ily contact," 5) "counseling plans" and 6) "reactions of youth."

The ET reviewed the four most recent, and most readily avail-
able, Treatment and Services Plans. The ET has, for the purpose
of providing the reader of this report with a clear picture of
clinical plans devised for youth in the program. extracted the
"counseling plans" segment from each of these They are as
follows:

Counseling Plan for Youth #1

"{Youth #1) will receive counseling from the staff at (an
alternative school: the youth was attending) and (the Pro-
gram Director) at the SYK Ranch."

"Counseling will concentrate upon getting CYoutﬂ #1) to
express his feellngs and attempt te'develop a sense of

trust within (Youth #1) so that he can develop more mean-
ingful relatlonships " :

"Experience at the Ranch will attempt to increase (Youth #1)'s
sense of self-worth so that he will develop a more positive

image of himself without having to resort to delinquent
behavior."” .
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Counseling Plan for Youth #2

"While he is at the Ranch, (Youth #2) will receive counsel-
ing from (the Program Director) and myself. Upon his place-
ment with (a D.A.R.E. Foster Home), he will be assigned a
caseworker by D.A.R.E. Foster Homes who wlll continue coun-
seling with him in the Foster Home."

Couniseling Plan for Youfﬁ #3

"Individual counseling will be provided for the boy by (the
Program Director)."

Counseling Plan for Youth #U

"(Youth #4) has established a good relationship with (the
Program Director) who will do most of the counseling with
him.*¥ In the initial stages he wlll attempt to get the
boy "to open up" and discuss some of the reasons for his
behavior. After that, attempts will be made to show (Youth
#1) more constructive ways of dealing with hils anger, re-
sulting from a most frustrating family situation."”

The treatment plans of all four youth proflled atove call
for counseling to be provided by the Program Director.

One-to-one Counseling.

The Program Director informed the ET that he is responsible
for all one-~to-one counseling and that, upon occasion, he will
be aided by the Clinical Consultant. The Program Director acknow-
ledged his clinlcal limitations and stated that in those instances
where he felt that youths needed more than he could provide, the
youth's. region would be notified and subsequently be responsible
for securing additional services as needed. Thils was confirmed
by the Clinical Consultant and the Assistant Director of Regilon IV;
over the past six months, however, no such referrals were initiated.

All one-to-one counseling 1s reportedly conducted on an in-
formal crisis-oriented basis. Three of the four DYS youth inter-
viewed stated that such counseling' generally dealt with immediate
behavioral issues in the program; the fourth DYS youth stated
that he had regetved no counseling from the Program Director but
rather, on a limited basis, from the Assistant Director.

¥ Note: Youth was placed at the SYK Ranch the previous day.
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Groups.

Group sesslons, facllitated by the Program Director, are
held on an informal as-needed basis and are designed to deal with
pertinent issues and problems currently affecting the behavior
of the youth in the program. During the period of this evaluation,
the ET observed one such group. Conducted immediately prior to
dinner, and lasting approximately one hour, this group was attended
by the ten youth residing in the program at the time;

and the Program Director. The group took place in

the living room with most of the participants gathered in a circle
on the floor. The group began with the Program Director accusing
one youth (a DYS youth, residing at the Ranch on a temporary basis
while at the same time being paid to work at the Ranch through
ACTION) of staying out late at night, while at home, and of
going to the local liquor store. The youth at first denied this
and, then, after much interaction between the two, acknowledged
both of these incidents. Following this interchange, the Program
Director focused his attention upon another youth, recently
placed in the program by DYS, who had been involved in an alter-
catlon with another resident that morning and had, in general,
been having a difficult time adjusting to the Ranch. The Program
Director asked the boy to describe what happened. then asked the
other participant to gilve hils version. The Program Director
then commented on the incident and asked the other residents to
state who they felt was at fault. The group concluded with the
Program Director explaining to the youth why he was on two-day
cigarette restriction. Throughout the entire group session,
the Program Director had a can of beer in his hand, sipped 1t
intermittently. (Based upon interviews with DYS residents, this
was not an lsolated instance of the Director drinking alcoholic
beverages in front of them.)

Evaluative.

While the ET recognizes the potential therapeutic value of
the animals {both in terms of decreasing the anxiety level of a
new resident and improving that resident's perception of respon=-
sibility) the ET has serious concerns regarding the degree to which
the program, as presently structured, is capable of meeting the
emotional needs, both current and historical,.of the youth in
its care. ’

The "Treatment and Services Plans," while completed on a
regular basis and well within the prescribed two weeks after
admission, appear to the ET to be lacking in depth and devold of
specificlity as to the 1ssues at play and possible methods of dealing
with those issues. This impression was corroborated, in part, by
the Program Director who informed the ET that these plans are of
little use to him.
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All treatment plans vliewed by the ET called for ccunseling
to be provided by the Program Director. The Program Director
has had no formal training, education or previous experience
working with troubled youth prior to his involvement with School-
yards for Kids. He reported that he 1s aware of his limitations
in meeting the emotlonal needs of some of the youth placed in his
program and stated that in these instances, referrals will be made,
through DYS, for additional -- and more appropriate -- intervention;
however, during the past Six months, no such referrals have been
made. The fact that all counseling i1s, therefore, provided by
the Program Director 1s of great concern to the ET, especilally
when 1t 1s taken into account that some regional caseworkers who
have placed youth at the Ranch consider the program to be an
alternative to Secure Treatment.

The Group session observed by the ET was very informal and,
in the opinion of the ET, designed to meet the needs of the pro-
gram rather than of the youths involved. The thrust of the group
seemed to be towards finding out things (i.e. Did you stay out
late?, Did you go the the liquor store?, What happened this
morning?, Who was at fault?, ete.) and affixing blame rather than
dealing with the reasons for the child's current behavior, how
it related to hils previnus behavior, and what can be done to mo-
dify that behavior in the future. Most group members were not
involved in the group process except in giving their opinion
of who was at fault in a particular instance.

The ET questions the propriety of the Program Director
drinking alccholic beverages in front of the residents particularly while
running a group and cautioning youth against drinking. This behavior serves
not only to provide contradictory messages to youth, but further, is hardly consistent
with the goal of providing an appropriate role model for youth.
Program clients reported to the ET, and the ET observed, that the
Program Director's consumption of alcoholic beverage in front of
them is not limited to this occasion (see Controls section, page s54).

In summary, it is apparent to the ET that, at the time of
this_ evaluation, there were few clinical services in overation
at the SYK Ranch.
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Recommendation.

To ensure that the indiwvidual clinical needs of all youth
placed at the Ranch are met, the ET recommends that:

1. Tormal weekly counseling perlods be established and
conducted 1n private. (Particularly important because of the
limited number of staff and the crowded nature of program.) ‘

2. A system of on-going in-service training be established
for all staff working with youth in the program.

3. All staff responsible for one-to-one counseling and/or
group facllitation have the academic and/or experiential exper-
tise necessary to meet the needs of the youth in the program.

4, Treatment plans provide a more in-depth view of each youth's
clinical needs as well as a specific plan for meeting those needs.
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The turbulent history of the Ranch (see History section)
and concerns over some of the methods used to control the beha-
vior of residents prompted the Assistant Commissioner of After-
care to explicitly address, in a March 3, ;976 memorandum to the
Region IV Director, those methods which were unacceptable or must
be regulated in the future. Such methods referred to were:

1. "The period of time for a boy to be tied to a coun-
selor's waist from hls own walst to deter the boy from
running is questlonable. The practice is to have a
length of cord attached to each person tying them loosely.
Rules must be set."

2. "The length of time a boy must wear pajamas to deter him
from running is questionable. Rules must be set."

3. "A determination must be made if a boy 1s placed on the
board during the day, what is a reasonable amount of
time.  (The board is described as plece of bed sized
plywood which is set up off the ground with no mattress
or blanket.)"

I, "No boy should be required to sleep overnight on the
board without a mattress or blanket."

The Program Director informed the ET that such methods have
been discontinued, but that DYS, rather than give him periodic
updates on what he cannot do, should tell him what methods are
permissable in controlling the behavior of the youth in his care.

Program policy dictates that whenever a youth's behavior
requires adult intervention, limit setting, or punitive actilon,
that youth is dealt with directly by the Program Director. Ac-
cording to the Program Director, his response to potentially
volatile situations 1s the following five stage method:

1) To give the youngster(s) a stare, indicating his aware-
ness of what is going on and his displeasurs with it.

2) 1If the stare doesn't work, the Program Director will]
point out the youth(s)'s behavior.

3) This 1is, when 'necessary, followed by yelling at the youth(s)
involved. ' .

4) To threaten youth(s) with the prospect of work chores.

5) If all the above fall, to assign all youths to
a work asslgnment. Thls 1s not. seen as punishment,

s
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according to the Program Director, as it is generally
work that would have to be dorie anyway. While youths are vorking,
the Program Director willl attempt to ascertain who the
agitator was and separate him from the group, doing a
different task under the supervision of the Program
Director. While with the youth, the Program Director
will discuss the slituation and attempt to resolve it.

According to SYK policy, the following "house rules" are
supposed to. be "posted in prominent places at the Ranch" (the
ET found this not to be the case)

"l. No dope.
2. No drinking.
3. No stealing.
y No> smoking in the barn, be careful with 01garettes
everywhere else.
5. Leaving the property is prohibited (except in the com-
pany of a staff member or by special permission).
6 Everyone is responsible for keeping hiself and his
quarters clean and orderly.
7. Everyone contributes his fair share to the work in-
volved in running the Ranch: maintenance and caring
for the anlimals.

8. At all times show the people and animals living with you
the kindness that you want to recelve yourself."

There is no consistent system of respoﬁse to youths who vio-
late any of these rules. According to the Program Director, how-
ever, the following are the most commonly employed punitive responses:

Cigaretfe Restriction¥ -- For lying or failing to invest in
the program, a youth may lose the privilege of smoking -- usually
for two days.

Room Restriction - When a youth is exhlbiting hostile behavior,
but a punishment is not warranted, he will be sent to hls room,
where he is to get into hils pajamas and get in bed. The youth
1s to stay there until he requests a hearing with the Program Di-
rector and convinces him of a change in attitude. According to
the Program Director, room restrictions usually range from an hour
to one or two days.

Pig Pen)Cow Pen - Both the pig pen and the cow pen must be

¥ Note: Youths who smoke are given one pack of cigarettes a dav as an
allowance; youths who don't smoke are given Coca-Cola

or other "treats."
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cleaned periodically, with the major effort taking place in the
early spring when the level of mud and manure in both pens, par-
tlcularly the pig pen, is at 1its highest. Responsibility for
cleaning elther of these may be reserved for youth who have run
from the program or, upon occasion, have been found guillty of
stealing while in the program. At the timé of thls evaluation,
three residents had recently been returned after running from the
program, thereby qualifying them for the distinction of having
to clean out one of the pens; however, none of the three had been
forced to carry out this chore. The Program Director informed the
ET that while youths are punished in this manner, 1t is usually
used solely as a threat. -

Mononucleosis - Any youth who "gets lazy and doesn't do
work" is dealt with, by the Program Director, as though he were
sick. The youth may have hls temperature taken, be told that he
has "mono," and instructed to go to bed. In the one instance
observed by the ET, a youth was told that he had a temperature
of 101 degrees when,'in fact, his temperature was normal. When
the youth is willing to accept responsibility for hls share of
the work load, he will be let out of his room and re-integrated
into the program; however, continued shirking of responsibility
may result in a relapse of "mono."

Weekend Home Visits - If a youth is not sufficiently invested
in the program, he may lose the privilege of going homs on weekends.

I-3 Danvers - The Program Director stated that he has an
arrangement with DYS to the effect that any youth who 1ls disrupting
the program and needs additional structure will be temporarily
placed at the I-3 Unit upon his recommendation. The Region IV
Assistant Director stated that this was not the case. However,
regardless of the actual existence of such an arrangement, the DYS
youth in the program interviewed by the ET (n=4) expressed concern
over being placed at I-3 by the Program Director 1f they misbehaved.

In additlion to these acknowledged methods of control, the
Program Director has, by his own admission, resorted to physical
restraints, upon occasion, in attempting to control the behavior
of youth in the program. The Program Director informed the ET
that in four instances, over the past year, he has slapped (n=3)
or spanked (n=1) youth in the program. Two of these situations
involved DYS youth residing in the program at the time of this
evaluation. All four DYS youth interviewed by the ET stated
that they had been spanked, slapped or punched by the Program
Director. ... One youth stated that he was spanked by the Program
Director, who corroborated the incident. According to the Program
Director. According to the Program Director, this youth had
attempted to run from the program and, whille being put in pa.
Jamas, was spanked across his bare bottom. .«. The second DYS
youth interviewed stated that he had been hit by the Program
Director on three separate occasions. The most recent of
these instances occurred during the course of this evaluation
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and was acknowledged by the Program Director. Due to the serious-~
ness of the alleged incident, the ET referred this matter, along
wlith another allegation involving a resident terminated just

prior to the beginning of the evaluation, to the Assistant Commissioner
for Aftercare for investigation (see Relationship to DYS sectiorn, page 67).

«+» Another youth alleged that the Program Director had slapped
him in the face to wake him up. ... The final DYS youth alleged
that the Program Director was sitting in the SYK truck, drinking
Scotch, and asked him if he wanted "a hit." The boy said yes,
whereupon the Program Director allegedly hit him in the face.
This allegation was corrobroated by a former staff member and another
youth in the program. Two . . iInterviewees futher alleged that the
Program Director frequently drinks Scotch in front of the boys,
often as much as three or four half-pint bottles a day.

Evaluative.

It is the ET's contention that the one constant method of
control is fear -- fear of being transferred to I-3, fear of
having to clean the pig pen, fear of being assigned additional
work, fear of being restricted to one's room (or being given
"mono"), and/or fear of the Program Director. The ET is seriously
concerned withs the technique of the Program Director giving a youth
"mono," and the potential ramifications of this method of dealing
with laziness or lack of motivation of the youth; the degree and
apparent frequency of corporal punishment; and the manner in which
I-3 is held as a threat over the heads of youth in the program.
All behavioral control mechanisms utilized are negative rather
than positive reinforcers (i.e. youths lose privileges rather
than earn them.

The absence of any wriltten policy statement pertaining to
the system of controls i1s also of concern to the ET, especially
in light of the program's history. This absence is seen by the
ET as creating an atmosphere of uncertainty on the part of the
youths and inconsistency on the part of the staff.

Also, the ET is greatly troubled by the fact that the Program
Director drinks in front of the youth in the program, especially to the degree
reported by the staff and youth and as observed by the ET. The
ET can only question how a Program Director cuan enforce a house
rule of "no drinking," and deal effectively with the drinking prob-
lems of the youth in his 'care, when he drinks to such an extent
himself. '

Finally, regarding the Program Director's complaint pertaining
to DYS's lack of policy about which methods of control can and
cannot be used. .The ET is in agreement with him that a prggram is
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handicapped to a greater or lesser degree, depending upon the level
of expertise of program staff, if the funding agency does not
spell out clearly its expectations. It is incumbent upon DYS
to devise standards, particularly as pertains to control issues

which the program can use as guldelines in dealing with the
behavior of the youth in 1ts care.

>

In sumary, the ET is greatly concerned over the effects of
the control system employed at SYK Ranch on the youth in its

care. Such a system cannot be tolerated by the Department of Youth
Services.

Recommendation.

It 1s recommended that:

1. Policy statements be devised by the program, outlining
the specific methods of control, positive and negative, to be
employed. No use of corporal punishment (hitting, slapping,
punching, spanking, etc.) can be sanctioned.

2. The use of I-3 as a control device be clarified, by
DYS and the program, and be committed to writing. In the for-

mulation of such policy particular attention must be paid to
youths' rights regarding due process.

3. Attempts be made to deveiop a more positive system
of reinforcement. .

4. DYS provide the program with a set of standards out-
lining those control mechanisms which are unacceptable or
inappropriate.

5. Staff be hired who are capable of handling sensitive
control issues in a professional and appropriate manner.
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RECORDS

The records of current and former program residents are kept
in an unlocked file drawer located in the program office. The
office has no door and cannot be secured. Each youth's record
contains DYS-forwarded information as well as material recorded
and/or received during the youths's stay at the Ranch.

According to the Program Director, each youth's file should
Include Intake forms, medical releases, physicals, monthly progress
reports and treatment plans. The regional Placement Supervisor,
responsible for monitoring the Ranch, stated that each youth's
file should contain all information required by Office for Chil-
dren (OFC) regulations. She also stated in a monitoring memorandum
of 11/30/76 that the Program Director and the D.A.R.E. lilaison/
Clinical Consultant have made sure that each youth's file is com~-
plete. The ET reviewed records maintained on all DYS youths who
have been assigned to the Ranch since it was re-opened as a group
care facility in October, 1976 (n=10). Table R-1 (see following
page) presents a breakdown of the information found in each youth's
record in the categories required by OFC.




Table R-1: OFC Requirements®*

i~
Youth # Face | Treatment Progress Termination Medical Medical
(n=10) Sheet Plan Reports Plan Records Release
1 yes yes complete no no no
2 no | yes . complete no ¥ ¥ yes
3 no yes none yes * ¥ yes
I no no complete no. no ‘ yes
5 yes yes complete yes no ' yes
6 no yes complete no k% yes
7 yes no complete NA no yes
8 yes no NA NA no no
9 yes yes complete NA yes no
10 yes yes complete NA _ no_ yes
Totals:
Yes 60% 70% 897 33% 10% , 70%
No 4o 30% 11% 67% 90% 30%
N 10 10 10 9 6 10 10

¥OFC also requires that all pertinent correspondance, and a report on followling ser-
vices (where applicable) be included in the files.

¥¥While these three folders contained medical records that were less than
a year old, the exams were not recent enough to conform with OFC regulations,
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Evaluative.

The ET views as most serious its findings that of the ten
youths who have entered the program since October, 1976:

1) Despite a report to the contrary by the monitoring region,
not one had a complete record.

2) Only four had indications of medical examination within
the past year.

3) Three did not have medical release forms.

Recommendation.

1. The ET recommends that the SYK Ranch and DYS institute
a firm written policy by which they would ensure that:

a) Each youth's file is complete.

b) Each youth entering the program receives a complete
medical examination at the earliest possible time.
(Program has already be§un to address this issue, sece
Medical section, page 44.

¢) Records are secured in accordance with OFC regulations.

2. The ET further recommends that the monitoring region
directly examine youths' records to see if they are complete,
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Since Octecber 20, 1975, when the SYK Ranch received its first
OFC provisional group care license, thirty-three youths have been
admitted to, and subsequently terminated from, the SYK Ranch.¥
Thirty of these were youths in custody of DYS, the three
addltional youths having been referred by 0SS.

Table T-1: Length of Stay of All DYS Youth Terminated - By Status .

Average Rarige
Committed (n=17) 28.6 days 1-170 days
Detention to
Committed¥*¥  (n=5) 48.0 days 7-115 days
Deténtion ( {n=8) 8.1 days 2- 16 days
N=30 26.1 days 1-.170 days

Successful Terminatilon.

According to the Program Director, there should be ongoing
communication and planning pertaining to the development of a
suitable aftercare plan and a pre-termination staffing attended
by a combination of the following: the resident, the Program
Director, the Region IV Assistant Director, the Residential Place-
ment Supervisor, the DYS caseworker, the OFC Licensing Specialist
and involved others. Ideally, this aftercare plan should be ne-
gotiated in such a manner as to coincide with the youth's "com-
pletion" of the program. However, according to the Program Director,
thls is infrequent and usually occurs only in those lnstances
where the youth is scheduled to go home.

Unsuccessful Termination.

Unsuccessful terminations, as defined by the Program Director,
may take one of four forms:

(1) Youths who are ready to leave the program, having
accrued all beneflts possible, but are forced to remain

¥ ET considers youth who have been out of the program at least
two weeks as having been terminated and any subsequent returns
as new admlssions.

¥% Refers to youth placed at SYK while on detention but committed
prior to termination.
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in the program due to the absence of any appropriate
placement (see above).

(2) Youths who are unwilling or unable to invest in the
program, most frequently because of an inability to
"buy Znto" the animals.

(3) Youths who have violated house rules or have engaged
in extremely inappropriate behavior.

(4) Youths who run from the program and are subssguently
terminated.

Runs.

The program is responsible for reporting all "runs" to the
Rowley Chief of Police and Region IV. (The Program Director
stated that the program is not required to submit written reports
on youths who run and that the program does not keep up-to-date
records on runs from the program.) Following a run, the Region
continues to pay the program for a period of three days so as to
ensure that, should the youth return, a slot will be availlable.
It i1s the program's policy to accept runaways back into the pro-
gram unless it is felt that the child will neither adapt to nor
benefit from such an action.

Table T-2: Run Rate¥ of All DYS Youths Terminated - By Status

# of Runs Run Rate
Committed (n=17) 16 .034
Detentlion to )
Committed (n= 5) 3 .013
Detention (n= 8) 3 .053
N=30 2 .028

Table T~3: DYS Youth Terminated While on Run - By Status

# of Runs Percent

Committed (n=17) 12 70.6 %
Detention to .

Committed (n= 5) 1 20.0 %

Detention (n= 8) 1 12.5 %

N=30 14y b6.7 %

¥ Run Rate equals the number of runs per 1,000 days in program.

s et g be ot LA s s o s
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Aftercare.

Although the program's officlal responsihility for a youth
is ended as soon as that youth is terminated, the SYK Raanch's
Program Director stated that staff attempt to malntain communi-
cation whenever possible. At the time of thls evaluation, one
DYS youth who had previously completed the program was working
days at the program, paid through ACTION and was temporarily
reslding at the Ranch, on a "pro bono" basis, to work out some
problems he was having at home.

The program's primary focus is upon stabllizing youth to
such a point that they can successfully return to their own
hémes.

Table T-4: Aftercare Placements of DYS Youth Terminatéd - By Status

Shelter Resid. Secure

Home Care Care Det. Unknown
Committed (n=5) 1 0 1 2 1
Detention to
Committed (n=4) 3 1 0 0 0
Detention (n=7) "5 0 1 1 g

¥ N=16 9 1 2 3 1

56.2% 6.2% 12.5% 18.8¢% 6.2%

Evaluative.

The ET is concerned over the fact that the Ranch has such a
high "run rate" (.028) and that 47% of all the youth terminated
have been terminated while on the run (especially in light of the
short term nature of the program). It 1s the ET's opinion that this
high frequency of "runs" at SYK is due, to a large degree, to the
lack of program content outlined in the body of this report.

— e A e et

¥ Fourteen youths terminated on the run. Information on the remain-
ing sixteen youths presented here.
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In the past, the relationshlp between the SYK Ranch and
segments of the surrounding community was turbulent. Allegations
of abuse and of improper living conditions (until June of 1976,
program youth and staff lived in outbuilldings behind the current
program residence.) had made the Ranch a target of controversy
in the community. This controversy came 0 a head in January,
1976 when the Rowley Board of Health issued an order to vacate
the premises for failure to meet local reguirements for human
habitation (see History section, page 3). In addition, according to some
comnmunity members interviewed by the ET, many local residents
feared that the presence in their neighborhood of a facility
‘for delinquent youth would lower property values and lead to
inicreased crime,

Since the summer of 1976, when the Ranch reopened in its
current quarters, community hostility to the program appears to
have diminished substantially. Information which the ET gathered
by interviewing Selectment®, the local Police Chief, and five neighbors indicates
that while direct community interaction with <the program is minimal,
that which does take place is characterized by mutual coopera-
tion. The Police Chief, for example, stated that the program
reports all runs to his department, and that DYS Region IV reports
the arrival of all new program residents. Selectmen and neigh-
bors reported that the Program Director has lnvited them to visit
the Ranch, and has generally been cooperative whenever minor
problems (e.g., with program dogs) arise.

The Police Chilef and one Selectman attributed the improve-
ment In Ranch-community relations both to the program's relocation
to the front house and to the Director's efforts to comply with
conditions set forth in a meeting held on September 30, 1976

between DYS personnel and local and state officials (see History section, page 4).

... The ET learned, however, that most interviewees were unaware
of the total number of youth living at the Ranch and of the na-
ture of services provided by the program. For example, the Po-
lice Chief and one Selectman told the ET that most SYK r’ sidents
attended the Triton Regional High School, while, in fact, no pro-
gram youth have been enrolled in local public schools since Jan-
uary of 1977. The ET also found that although community antagonism
towards the program reportedly has lessened during the past year,
some issues continue to trouble the persons interviewed. Neighbors

¥This body also functions as the local Board of Health.
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told the ET that they wer. somewhat fearful that youth placed at
SYK might be "potentially dangercus." (It should be noted, however,
Shat all of the neighbors interviewed reported that to their
knowledge, program youth had not engaged in undesirable activity
in the community.) Neighbors also expressed concern over whether
Rowley taxpayers would have to "foot the bill" for education of
program youth in the local system, and resentment of DYS's re-
ported failure to communicate wlith local residents regarding the
"dangerousness" of the children placed there. Two Selectmen
reported that they shared the neighbors' concerms regarding the
local school systems financlal responsibility for program youth;
and one Selectment reported concern over DYS's fallure to better
communicate with the community in general.

Evaluatilve.

The ET commends the efforts made by the Program Director to
Improve the pregram's relationship with the surrounding community.
By cooperating with local officilals and by attempting to become
acquainted wilth neighbors, the Director has played an important
role in the reduction of local hostility to the program. The ET
is concerned, however, that the reported failure of DYS to help
acquaint local residents with the program has contributed to the
ignorance and apprehension which stilll prevail In the community.
This ignorance arnd apprehension may lmpede the program's abllity
to become involved in community activities and make use of com-
munilty resources.

Recommendation.

The ET recommends that DYS Region IV call a meeting of DYS
personnel, the Program Director and appropriate community repre-
sentatives for the purpose of developing a strategy to further
improve the program's relationship with the community and to begin
to establish positive and systematic program-communlity involvement.

i g R ST e
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As a result of past allegations about the program and subse- g
quent investigations (see History section), the SYXK Ranch has f
received a great deal of attention from the Assistant Commissioner
for Aftercare and from personnel in Region IV. The Program Di-
rector feels that while he has a good working relationship wilth
Region IV, he does have some specific complaints about 1t and the
Central DYS office.

At the time of the evaluation, the Director expressed concern that DYS had
not informed him of its intentions regarding the future of the program. He also
stated that he had not been kept aware of pollcy decislons affecting the
Ranch being made by the Regional Office or Central DYS. Such
policy includes both written memoranda and verbal communications
within DYS (see below) about the Ranch. Another complaint lodged
wilth the ET by the Director 1s that while DYS informs him of con-
trol mechanisms he cannot use after he has used them, DYS never
tells him what mechanisms he can use.

Due to outstanding concerns resulting from the investigations
of past allegations about the Ranch, the Assistant Commissloner set
up a specific monitoring process to be implemented by Region IV. The
monitoring plan was first discussed in a memorandum from the
Asgistant Commissioner dated August 17, 1976
A second memorandum, dated September 27, 1976, requires that a
Region IV employee "be responsible for monthly reports to [[the
Assitant Commissioner] on the ranch." The present Placement
Supervisor for Region IV {ook on the responsibility for monitor-
ing the Ranch and preparing the monthly reports during November,
1976. She currently retains that responsibility.

The Assistant Regional Director of Region IV supervises the
monitoring process. It 1s his responsibility to forward the
monitoring reports to the Asslistant Commissioner. He has de-
sceribed the monitoring as a two-pronged process: the program is
visited and/or phone contaet is maintained by the regional case-
workers who have youths placed there, and the Placement Supervisor
regularly visits the program and communicates with the youths
and their caseworkers. He stated that a strength of the program
Is its abllity to handle kids who are resistant to the "group
process." He also stated that a problem area is the absence of
a contract between DYS and the program and that the Region will
never have adequate control over the program until a specifiec
contract is drawn up.

The Placement Supervisor has stated that as the monitor of
the Ranch, she i1s required to visit the Ranch weekly, speak to the
Program Director and the youths there, review the progress of each
youth, attend all staffings involving youth from the Ranch, assist
the Director in preparation of a contract, review the resumes of
prospective employees in conjunction with the Assistant Reglonal
Director, and submit a monthly written report to the Assistant
Commissioner. She stated that all regions deésiring to place a youth
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at the Ranch must have the prior permission of Region IV, and that
she must ensure that, aslde from emergency placements, no more
than four DYS youths are placed at the Ranch at any one time.

The Placement Supervisor provided the ET with the reports
that she has prepared for the Assistant Commlissioner since No-
vember, 1976. The first report is dated November 30, 1976 and
covers the months of October and November, 1976; the second is
dated December 10, 1976 and described as an update of the first
report, 1t deals only with intakes and terminations subsequent
to November 30, 1976; the third is dated January, 1977 and was
written on or after February 11, 1977. The first two memoranda
were received by the Assistant Commissioner on December 15, 1976.
‘There 1s no indication from the Asslstant Commissioner's offlce
that he received the third memorandum, nor is there any evidence
that memoranda have been prepared covering the months of February
or March, 1977 (as of April 15, 1977).

These memoranda written by the regional monitor indicate that
the Regilon 1s pleased with the SYK Ranch. The report of November
30, 1976 closes with the statement, "During my visits I have
found a well-rounded program which seems to be benefitting all
involved." The January, 1977 memorandum (which the Assistant
Commissioner apparently did not receive) states, "Things are
functioning smoothly and no fur.her problems (1n reference to
incidents at Ranch) are anticipated."”

In an interview with the ET concerning her role as the
regional monitor of the Ranch, the Placement Supervisor stated
that despite the Ranch's history of allegations of abuse, she
considers it improper to ask youths placed there I1f they have
been slapped or punched or otherwise abused by any staff member.
She stated that if there were such incidents, she expects that
the youths at the Ranch would take the initiative to inform her.
She was informed by the Program Director of two slapping and/or
punching actions that he participated in: one immediately
preceded the evaluation periocd and the other occurred during
it. The Placement Supervisor's "investigation" of these two
incidents is described below.)

Other than those two incidents, the Placement Supervisor
reportedly was not aware of any allegations of physical violence
directed towards program residents by staff members during her
five months of monitoring. Sadly, the ET found that when asked
in individual interviews.  all four DYS youth in the program
alleged that they had bern struck by the Program Director.
(These allegations were in addition to the two that had been
reported to the Placement Supervisor by the Program Director.)
From the information galned through interviews with these youths,
three of the four allegatlons involved abuse that had occurred
at least five weeks before the evaluation period began. Two
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of these allegations were confirmed by a former staff member and
one was confirmed by the Program Director.

As mentioned above, the Regional office was twice informed
by the Program Director that he had struck a DYS
youth residing at the Ranch. These specific incidents cccusred
on March 20, 1977 and March 31, 1977 and involved two different
youths. The Regional Office received an incident report, dated
March 23, 1977, from the program on the March 20, 1977 incident.
The D.A.R.E. consultant ccmposed a report on the second incident,
based on his discussion of the incident with the Program Director;
this was received by the Region IV office on May 3, 1977, thirty-
three days after the indident occurred (and fourteen days later

the Region submitted a report to the Assistant Commissioner of
Aftercare, see below).

According to the Assistant Regional Director, there is
no DYS requirement concerning incident reports. According to
the Assistant Commissioner for Aftercare , however, incident
reports are required on acts of violence such as those referred
to above. The Commissioner of DYS wrote a memorandum dealing
wlth incident reports dated July 1, 1976 and addressed to all re-
gional offices, DYS units and private contractors doing business
with DYS. This memorandum reads, in part,

"Within 48 hours afier the incident, the head or acting
head of the facility or program must send a report to:
a) a%l the regional offices involved

The Commissioner reemphasized this particular policy in a sgcong
memorandum dated December 27, 1976 and addressed to "all Units.

On April 19, 1977, thirty days after the first incident of
March 20 and nineteen days after the second incident of March 31,
the Assistant Commisslioner received written reports from the
Region of 1ts investigations into the two incidents: Both in-
vestigations were conducted by the Placement Supervisor. The
entire scope of the second investigation report reflects the
Program Director's version of the incident; no other interviews
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were reported. The report does not request or suggest the need
of further inquiry into the matter by DYS.*

During the course of is evaluation, the ET obtained informa-
tion in several areas which was elther contradictory to what
was written in the monitoring reports, or was not covered in any
of the reports. The ET determined through interviews with the
Assistant Regilonal Director and the Placement Supervisor, that
despite at least five months of monitoring they were unaware of
the following facts concerning the Ranch:

1) Each youth is not able to sleep ina bed if he so desires;

2) Teenage girls regularly stay overnight on weekends and
reportedly have displaced DYS youths from thelr beds
(See Administration and Staff section, page 15 and Facility, page 83.)

3) These teenage girls are characterized as staff members
by the Director;

4) A fifth DYS youth stays at the Ranch sporadically for several
nights at a time at the direction of the Program Director.

5) One youth residing at the procgram as a private placement
1s unfunded by any oufside source;

6) The file of every DYS youth admitted to the program since
October 1s incomplete {see: Records section, page 58).

¥ On April 15, 1977, the Evaluation Unit submitted a memorandum
to the Assistant Commissioner requesting, in part, an immed-
diate investigation by the DYS Central Office Investigator into these
allegations. The ET's decision to submit this memorandum was
based on statements made to the ET by the youths involved in
the second incldent, statements by the Assistant Regional Di-
rector on what the scope of the investigation would be, and
the ET's concerri over the pace of the Reglons's investigation.
The statements by the youth and the Assistant Reglonal.Director
were made to the ET on April 13, 1977. On April 25, 1977, at
the request of the Assistant Commissioner, the DYS Central
Office Investigator began an investigation into both sets of
allegations. As a result of that lnvestigatlon the Assistant
Commissioner decided to terminate DYS involvement wilth the
Ranch, and on April 28, 1977 all DYS youths in the program
were wlthdrawn and pldced elsewhere,




68
RELATIONSHIP TO DYS (continued)

There are also other areas of confusion involving the Ranch.
These seem to be caused by a breakdown in communication amongst
the Assistant Commissioner's office, Region IV, and the SYK Ranch
Director. These areas are outllned below:

1) The memorandum of August 17, 1976 addressed to the
Regional Director and the Program Director from the
Asslstant Commissioner states that the Region is to re-
view the resumes and approve the hirings of any staff
brought on at the Ranch. The Assistant Regional Director
and the Placement Supervisor acknowledged that this is
thelr responsibility. The Program Director stated that
he never saw that memorandum. Full-time staff members
have been brought on by the Program Director without the
prior knowledge or approval of the Region. In addition,
as mentioned above, the Regional personnel did not know that
the teenaged weekend v151tors are characterized by the
program as staff

2) The Assistant Commissioner and the Assistant Regional
Director stated that on September 30, 1976 when it was
decided to allow the SYK Ranch to reopen as a group
care facility, 1t was agreed that the following six
months would be an "assessment period" for the Ranch.
They stated that the Program Director was so informed.
However the Program Director stated that he did not learn
that the Ranch was to be assessed during that period-
untll January 21, 1977 at a meeting with the Assistant
Commissioner.

3) The Assistant Regional Director stated that whenever the
Program Director receives a referral from a region other
than Region IV, the Program Director must receive approval
for intake from Region IV. The Program Director stated
that he first learned of this policy during the evaluation
period.

Evaluative.

The most disturbing aspects of the relationship between SYK
Ranch and DYS center on the Reglon's policy regarding incident
reports, the process by which allesed incidents have been investi-
gated and the thoroughness of monitoring being done. The perfor-
mance of the Reglon in those tiyree areas would be considered
unacceptable under normal circumstances; in light of the past
allegations about the Ranch and the Assistant Commissioner's
explicit directives concerning monitoring, the erratic job beilng
done by the Regicn 1s cause for greater concern.
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Reports by the Reglon to the Assistant Commissioner have
been incomplete, inaccurate', and lrregular. The dack of a compre-
hensive and thorough Regional monitoring job has resulted in
Regional ignorance of many facts pertinent to the operation of the
Ranch, causing 1t to supply the Assistant Commlssioner with a
distorted view of the program.

Recommendation.

The performance of Region IV in monitoring the Ranch

and investigating allegations of abuse, as well as the lack of
consistent communication between DYS and the Program Director,
and within DYS between the Reglonal Office and the Assistant
Commissioner, leads the ET to make the following recommendations:

1. A clear process for regional monitoring of programs should
be designed, along with specific criteria by which the programs
must be judged. Monitoring must include attention to specific
services provided, as well as the general health and safety of the
youths. While flexibility must be allowed so that all programs
will be most fairly assessed, there should be a basic frame-
work to the monitoring system in order to provide a consistent
yardstick by which a program's effectiveness and value can be
measured. Modiflcations to the basic monitoring format, mzde
to facilitate the process for individual programs, must be made and committed
to writing to lessen the possibility of any party misunderstanding
the monltoring needs and requirements.

2. DYS Central 0ffice must play an active role in overseeing
the regional monitoring. The Central Office must ensure, at a
minimum, that qualified persons are doing the monitoring on a
regular basis and submitting the necessary reports and

that the reports are accurate and the monitoring process
complete. .




RELATIONSHIP TO DYS, Recommendation (continued)

3. The Assistant Commissioner's office must relterate offi-
cial DYS policy regarding incident reporting to Region IV and
to any other reglons that is unsure of the correct procedure.
When Region IV understands that policy, it should inform the
Assistant Commissioner's office of the steps that it has taken to
ensure that all units it monitors know that policy and remain
in compliance with it. The ET furhter recommends that an expli-
clt policy on the process of regional investigation ©+ incidents
be formulated and disseminated throughout the regions. This
process should be designed to provide the Assistant Commissioner
and the Central Office Investlgator with a clear picture of the
nature and seriousness of the incident or allegation.

4, All policy decisions regarding the program should immed-
diately be put in writing and disseminated appropriately. The
ET emphasizes that programs must be kept abreast of decisions
that affect their operation. Meetings should be followed by
written correspondance between the participants to ensure that
all have the same understanding of the results of the meeting.

70
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BUDGET AND CONTRACT 71

It 1s not within the scope of this evaluation to conduct a
fiscal analysis or audit. The following presentation of "Budget
and Contract" information does not constitute a comprehensive
examination of those matters.

The SYK Ranch does not have a current official budget break-
down. The only listing of 1its expenditures 1s done through "mon-
thly financial reports" that 1t provides to D.A.R.E. Inc. The
Ranch is a D.A.R.E. program, although there 1s no signed contract
betwzen D.A.R.E. and the SYK Ranch. D.A.R.E., however, holds
the OFC license and acts as a conduit for billing and payment be-
tween the Ranch and DYS. (In addition, D.A.R.E. provides a con-
sultant to the program; see Administration and Staff section, page 12.) According
to the Financial Manager of D.A.R.E., the billing and payment -
process 1s as follows: the SYK Ranch Program Director informs
D.A.R.E. of the names of the youths in the program and the days
each youth was in attendance at the Ranch. D.A.R.E. then bills
DYS through the appropriate reglons. D.A.R.E. makes payment to
the program without waiting for payment from DYS. According to the
D.A.R.E. Financial Manager, the amount of money D.A.R.E. pays
the Ranch equals the amount billed DYS, minus 8% for D.A.R.E.'s
overhead, and mims the consultant's salary and fringe benefits
(amounting to an additional $287.50 per month). Payment is made
via a check made out to the Program Director.

The Financilal Manager stated that the purpose of the monthly
financial reports is to inform D.A.R.E. of the total amount of
money the Program Director is spending. He stated that D.A.R.E.'s
original intention was to compare the monthly financial reports
with the annual statement the program 1s required to file with the
Department of Corporations and Taxation. This comparison has not
been made due to the lack of continuity in DYS utilizing and there-
fore funding the Ranch.

The Financial Manager further stated that D.A.R.E. is only
concernad with the total expenses indicated on the monthly financial
reports, not in individual line-items. This total is then compared
with the amount that D.A.R.E. will forward to the program for the
youths there. D.A.R.E. forwards the program's share of the billing
regardless of the relative sizes of the two amounts. If the pro-
gram's reported expenses exceed the amount it 1s due, D.A.R.E.
makes no inquiry into how the Ranch meets its financial obligaticns.
If the Ranch's reported expenses are less than the amount it is
due, D.A.R.E. expects the Ranch to place the balance in an escrow
account, to be used against expenses in future perliods. The
Financial Manager stated that, to the best of his knowledge, the
monthly financial statement has almost always reported expenses
greater than the amount the Ranch was due. According to the Finan-
cial Manager, 1f the Ranch was to close down, the money in the es-
crow account would revert to D.A.R.E., which would then return it
to DYS. :

As stated above, as far as the operation of the SYK Ranch
ls concerned, there 1s no signed contractual agreement between
any of the three parties involved: D.A.R.E. Inc., the SYK Ranch,
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and DYS. According to DYS policy, D.A.R.E. and DYS need not have

a contract because no more than six DYS youths are enrolled in the pro-
gram at any one time. An agreement between D.A.R.E. and the SYK
Ranch was drawn up some time ago but 1t has never been signed.

The Financlal Manager conslders it binding nonetheless. When the
ET asked the Program 'Director about the contract, he emphasized
that 1t was not signed. '

In reference to D.A.R.E.'s lack of interest in individual line items
on the SYK Ranch's monthly financlal reports, the Financial Mana-
ger stated that other than D.A.R.E.'s overhead and the salary
and fringe benefits of the D.A.R.E. consultant, D.A.R.E. simply
transfers the money with no participation in, or inspection of
SYK Ranch expenditure decisions. As far as D.A.R.E. is concerned,
the Ranch has complete autonomy in spending money.

Complete fiscal autonomy for the SYK Ranch appears to be
supported by DYS Region IV. The Placement Supervisor stated that
the Program Director can do as he sees fit with the funds that DYS
provides for the youths it places there. She stated that the
Program Director's use of the money is not an issue; he may do
whatever he wants with his salary. It was unclear to the ET as to
how much of the funds paid to the Ranch were considered by the
Placement Supervisor to be the Program Director's salary.

The Assistant Regional Director stated that he does not know
how the Program Director spends the money. He stated that some
of the DYS funding is probably going to pay off past debts of the Ranch,
incurred during the eight months (February through October, 1976)
that DYS was not using the Ranch as a group care facility. Accord-
ing to the Assistant Regional Director, the closing was due to what
proved to be unsubstantiated allegations about the Ranch, and
therefore DYS is partially responsible for the debts lncurred in
maintenance of the Ranch and the animals during that period. He
had no objection to the money that DYS allotted for the care of
youths currently there being used to pay off those past debts,
if in fact that is the case. The Assistant Regional Director
had no knowledge of, nor questions concerning, actual or relative
expenditures at the Ranch. He did not feel that there was any
inappropriate use of the money because he had not seen any misuse.

Evaluative.

The ET feels that the SYK ‘inch, as well as any other program,
should be fiscally accountable to DYS. The complete absence of
written and signed contractual agreements between any of the par-
ties Involved, and the lack of financial monltoring of the program
is potentially dangerous to each party.. Therefore, the ET makes
the followlng recommendations:
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Recommendations.

1. DYS should conduct a full-scale audlit and line item
analysls of the program's finances. As the structure of this
program is, to some extent, unique, DYS must be aware of how its
money 1ls being spent, and of the amount and relatlve size of each
type of expenditure. DYS must determine the approprilateness of
all budget allocations, especially those that .cannot be considered
direct services to DYS youth. (An analysis of SYK Ranch expendi-
tures for the period of October 2, 1975 to January 31, 1976
by the DYS Contract and Budget Monitoring Unlt raised serious
questions about how money at the Ranch was used. The lssues which
the report lald out have not, to the ET's knowledge, been resolved.

2. DYS, D.A.R.E. Inc., and the SYK Ranch take immedlate
steps to alleviate the lack of accountabllity by writing and sign-
ing a contract. This contract should include a budget specilifying
categorical expenditures. Devliations from this contract by the

Ranch should not be made wlthout the explicit written approval
of DYS.

3. DYS must formulate a policy on the use of DYS money for
the shelter, care and feeding of youths not under DYS authority.
DYS must declde what the rate 1t pays is based onj;and what are (and what
are not) legitimate uses of the money,
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SUMMARY

The ET found the SYK Ranch to be failing, almost completely,
in the provision of: 1) the proper amount of living space for
each of the youth in i1ts care; 2) educational services for its
residents, 62% of whom enter the program are under the age of
sixteen; 3) structured and varied recreational opportunites:

) a systematic vocational program; 5) the clinical services
necessary 1in meeting the emotional needs of the youth in the
program; 6) a structured system of controls which deals with

the behavior of youth in a fair, consistent and appropriate manner:
and 7) sufficient staff coverage. In conclusion, it is evident
that there is no "program" in operation at the SYK Ranch and that
residents spend the vast majority of their time doing nothing and/or
performing, without pay, the tasks necessary to maintain the

Ranch property.

DYS must bear a large share of the responsibility for the
serious lack of services provided, due to thelr tacit approval
of the status quo (as manifested through the conditions set
forth as a result of the September 30, 1976 meeting and through
the "positive" regional monitoring reports). The Ranch must,
however , bear ultimate responsibility for the poor quality of
services provided.

Due to the failure of the SYK Ranch to honor its responsi-
bility in providing comprehensive program services, as well as
the serious allegations of abuse related to the ET by both resi-
dents and staff, the EY must recommend that DYS terminate all
involvement with the progran.
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