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by tIE Office of Juvenile JUstice and Delinquency Prevention, raw Enforcanent 
Assistance ldnihistration, U.s. Department of Justice. Points of view or 
opinions stated in this doa.nnent are thJse of ~ autlDrs a:r:rl do not necessaril v 
represent the official position or policies of ~ U.S. Department of JUsO.ce'. .. 

FORE,'IDRD 

As part of its legislative mandate, the Governor's .Advocacy Council on 
Children and Youth is chaJ:ged with conductin;;r "a continuir:g review of existir:g 
state goverrment programs for children and youth and their families." In ful­
filling this mandate, and usir:g funds received fran tre U.S. Office of Juvenile 
Justice and Delinquency Prevention, the council contracted with the John Ibwrrd 
Association of Chicago, Ill., to assess the stateS,s trainir:g sch:x>ls and thera­
peutic wilderness camps. 

The Jom Ibward Association was ch::>sen after careful scrutiny of their qua­
lifications as experts in the juvenile justice field and their objectivity 
regardir:g North Carolina. The Association has provided consultation services 
to more than 30 states in the past five years, givir:g than a broad 1:ase for 
canparison. 

1 \\OUJ.d especially like to thank the GACCY man:ters, Linda Rol::erts am 
Elijah Peterson, whJ joined me in visiting ~ facilities with the monitorir:g 
team. Also, thanks are due to the GACCY staff whJ planned and conducted the 
visits - Anth::>ny BroWl, Marian DJrham, and Jom Niblock. M~jor credit for the 
sbldy, of course, goes to the Jom Ibw:a:d Association and its staff whJ con­
ducted the study: Michael Mah::>ney, EXecutive Director, and Don Jensen and 
Shirley Goins. Their professionalism and concern for ya.mg people is evident 
in this report. 

It smuld be noted that this report is not meant to give an in~epth ana­
lysis of the trainir:B sch::>ol and therapeutic camping systau. The camcil reccg­
nizes that this \\Quld be .linpossible in the l.linited ti-ne available to visit each 
facility. Instead, tie report is intended to point out areas which the council 
feels are ~sses and offer &ggestions for improvanents. 

As always, the council offers its full support to th= Departm~t of lllman 
ReSources in carrying out the reccnmendations in this report. 

Ruby B. Milgran, Chainnan 
Governor's Advocacy Council 
on Children and Yruth 
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As part of an on:Join;r rnonitorin:J of youth services, the Governor's Advocacy 
Council on Children and Youth contracted with the Jom Howard Association, 
a private nonprofit agency in Chicago, Ill., to conduct an irrlependent 
assessnent of five traini.rl:J sch:x:>ls operated by the Division of Youth Ser­
vices, DHR, and the Therapeutic CamPirrJ Progrcm operated by the Eckerd 
Wilderness Educational Systan under contract fran the Department of Ibnan 
Resources. 

The Association consultants corrlucted visits to the trainin:J scluols arrl 
camping prCXJrams during Feb. 16-20, and March 2-6, 1981. As a result 'Of these 
visits, the Association prepared a \\Orkin:J draft report incorporatmJ its 
observations, received written and verl:al responses, and then wrote this 
final report, which contains essentially three major sections. These Se.'C~ 
tions discuss observat.ions regardin:J the general issues for t.re Division of 
Youth Services, observations and .1:'eocmnendations for individual trainiI:g 
sehJols, and issues and observations regardin:; the Tlerapeutl..c Ccmpi.n;:J 
Program. 

The Division of Youth Services received 845 adnissions dur:i:n:.:r calendar year 
1980. These yow:qsters \\ere served by the five trainin:J semel facilities, 
falI' of which serve re:rional areas and the one '\'fui.ch serves the entire 
state. 'lb serve these YOun:Jsters, the Division has attanpted to develop a 
unifonn statewide trea1Jnent philosophy and prCXJram, ttr1ainstrean Prcgrcrn 
Mcx:1el. 1I This model includes tie developnent of individual trea1Jnent plans 
and individual education plans for each youth. other achievenents of the 
Division include: 

o A policy manual for all personnel; 

o Special prCXJrams to meet individual needs; 

o A substantial camni.tment to staff developnent; 

o A reduction of overall ccmnitments by over 50%; and, 

o A major carrnitment to the treatment team concept. 

with tre recognition that th=se accanplishnents and ccnmi1Jnents prOV'ide a 
sound l:asis for prCXJress within the DYS traini.rl:J sclDol prCXJrcrns, tre AsS"J~ 
ciation makes eight major reccmnendations for the :improvanent of the state­
wide systan as a -wb:>le. There are: 

1. The Division of Ycuth Services, in cooperatiqn with local o::nmunity­
based agencies and the Mninistrative Off.ice of the Courts, slruld 
\\Ork to continue to reduce the num1::er of YDUll:J people ccmn.itted to 
the Division's training sch:x:>ls. 



2. The pre-disciplinary due process procedure srould l:e follow:rl in 
all cases when significant punishnent is at stake for dis:::iplinary 
infractions. 

3 • The Mainstream Pr~ram needs continued support and clarification 
to all staff I ro as to ensure consistency in this overall ElLo:;rram 
strategy. 

4. The Division needs to stren::rthen the developnent of the individual 
treatment plans and the treatment tE:ams through quality control and 
traininJ· 

5. The Division needs to develop sane secure :rea. space. 

6. The Assigrmen't to tre Wing" Program srould l:e revised to include 
anin-schJol suspension pro:;rram at all trainin:; schx>ls, mere 
feasible. 

7. The Division sh:Juld assume a pro·-active stance to involve families 
more actively in their prograrrrninJ, even t1:lou:fh the Division of 
Youth Services is not pr.linarily responsible for family \\0rk. 

8. hlditional pro:;rram options to the Mainstream Progrcm shJuld l:e 
developed to ensure youth with special needs and th::>se wto cannot 
adjust to the Mainstream Pro:;rram are SeJ..ved. TI-ese options WJUld 
l::e in addition to the Division I s already successful ventures--the 
Re-Education and Crossroads Pr03'rams. 

Included in the final report for the Governor IS Mvocacy Council on Children 
and Youth are descriptions of the five traininJ sclx:lols and their pr<XJrams 
as observed by the consultants. These descriptions include an outline of 
the stren:rths and ~esses of the facility and program, as ~11 as several 
recamnendations for :improvanent. 

The Asrociation alro visited and observed pro:;rrams at three of too fcur 
therapeutic camps operated by the Eckerd Wilde.t:ness Educational Systan in 
North Carolina. These camps can serve a InaX.innmJ. of 240 youth and with too 
amended agreanent with the state of North Carolina the canps have to serve 
a min.innmJ. average daily population of 224. As of Feb. 16, 1981, th=re ~e 
201 children housed in the four camps. 

The Asrociation in its reJ;O:r:t tru..--gets and discusses three major issues which 
need to l::e addressed by the state of North Carolina in relation to the Eckerd 
Wilderness Campin:j' Pro:;rram. These issues include: 

o The further definition and delineation of the target population 
to l:e served by the p~am; 

o The 1en:rth of stay for YOun;Jsters in the pro:;rran and the process 
regarding their deparb.lrei and, 

o The type and nature of the educational p!:03'rarrrn:i..n:J provided for 
youth at the therapeutic ccmps. 
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In r69"ard to a1::ove issues, the A . tio 
sroC1a n made the follo'¥r.i.nJ recarme.ndations: 

1. The EWES P.ro:;rram target populati should 1.-..... • 

a minimun of 50% of the on u;::: defmed to ens-rre 'that 
wise \\QuId have :teen ~~peotoPaletr~y. se:r:vel-l:e }OUth wOO otb=r­

al.IlJ.n3' scJ.oo1. 

2. The I~th of stay shJuld l:e eKamined with the follolArit'VT 
suggestions: "-'"::I 

3. 

a, A mandatory six-month case staffin:f sh:JUld l::e OOld 
~~:i by a Department of Ibnan Resources clinically 

am staff person not involved in the contracb.lal 
prOCedur~ to ensure that contimed involvanent in :x= camP.l.n3' progrcm is warranted. The hlrden slx:m.ld 

on the pro:;rram staff and the referrin:J agencies 
to docunent the need for contirmed participation If 
~ targ~t population is anotionally disturl::ed . th 
this r~~ew. smuld l::e conducted by a psycmIc:gi~ or' . 
a psychiatr~st and on a more frequent basis. 

b. Written criteria for pro:;rram canpletion slx:>uld 1::e developed. 

The ~ucatiO'nal canponent srould l:e re.-evaluated to ensure 
cons~stent .implanentation of the alternative ed ti 
and f nnal' . uca on pro:;rrcm 
I 0 ~Z~ ~e of the Valuable aspects of the transition 

c assroan earl~er ill the youths' stay. 

4.- The Adnissions process for the "tharapeutic· camps smuld l:e sb.ldied. 

--~-
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The North Carolina Governor's Mvocacy COUncil on Children and Youth (GACCY) 
as part of their ongoin,a', monitorin::r ,of youth service~ contracted with the 
Jom Ibward Assoc:iation, a private not-for"1?rofit agency in Chicago, Ill. 
to conduct an independent assessnent of five trainin::r sch::lOls operated by 
tl'e Division of Youth Services of the Department of ThJman Rerources and four 
Tlerapeutic Campin::r Programs operated by the Eckerd Wilderness"Educational 
Systarr under contract with tre North carolina Department of H.lman Res::urces. 

The John Ibward Assoc:iation has conducted s:imilar assessnents and consulting 
efforts in juvenile training sch::lOls and otier alternatives to incarceration 
in more than 30 states througlOlt the United States in the last five years. 
The Association staff and consultant have a, canbined total of 45 years of 
experi.ence with juvenile trai.niI:q sclnols, camrunity ... l:ased agencies, surveys, 
and consultation in the juvenile justice field. " 

The Association consultants, aco:mpanied by staff and me:nl:ers of the 
Governor I s Mvocacy Council on Children and Yruth, conducted on-site visits 
at five Division of Youth Services TraininJ Sch::lOls am three of tie four 
Eckerd WilqernessCC1mping Pro;Jrams in the State of North Carolina durin::r 
Feb. 16-20 and March 2-6, 1981. 

Prior to the onsite visits to the facilities, briefi.rqs ~e held with staff 
of the Department of aman Resources, Division of Youth Services, the contract 
manager of the Depa.rtment of I-Ullan Resources, and staff of the Eckerd Wilderness 
Ccmping Program. Followirq the on-site visits, the Association prepared a 
IDr~ draft report which was circulated. to the Governor's .Advocacy Cooncil 
on Children and Youth, the Department of 1i1man Rerources aCininistrative staff, 
Division of Youth Services staff and representatives of the Ecke:rd Wilderness 
Campin,a' Program. Written ccmnents ~e received and a subsequent meetin::r was 
held on April 1, 1981, to discuss the draft and re-written responses. 

III addition to the distrihltion of the w::>rk:i.n;J draft reIXlrt and th= WLitten 
carments received by tre Department of BJrnan Resarrces, the Division of Youth 
Servic~s and, the Eckerd WUderness CamPlnJ Progrcm, an oral presentation was 
made and discussion held at a. meeting of the Governor's Advocacy Council on 
Children and Youth on April 2, 1981. 

~ Assoc:iation canpleted the followirq a.ctivities: 

A. A review of written material prior to tm on-site visits 0 0 

SUch mater.ia:l included: 

o Program descriptions; 

o G6aJ.s, objectives, mission statanents; 

0, Policy and procedure manuals; ,; !: , 

~\ 
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o Descriptive data of the Juvenile Justice System incllrling for 
1980 the total number of j...rvenile arrests, juvenile court 
petitions, juvenile adjudications, and ocmnit:rrents to institutions; and 

o Dem::lgraphic data of institutional populations includ.:in:J age, sex, 
rate, offense, previous placements (i.e., foster lx:mel' group hcm:, 
private residential placerrent, probation, etc.). 

B. On-site assessrrent 

o '!bur physical plant; 

o Review of table of organization, staffing patterns; 

o Staff qualifications, training and supervision; 

o Interviews with key staff rrembers; 

o Interviews with sample of youth residents; 

o Observation of program and acti vi ties; and 

o Review of randan sample of case files. 

'Dris rePJrt provides the consultants'description of the current situation 
and the following analysis: 

o Ccnpliance with recognized standards (i.e., Arrerican Correctional 
Association, Institute for Judicial Administration/A'rrErican Bar 
Association, and others); 

o Conpliance with the recent court decisions and due process 
standards; 

o Ccmp:rrison with practices in other jurisdictions; and 

o Consultants' opinion based upon personal experience and kncMledge 
of advanced practices in the field. 

Throughout the conduct of this assessrrent, the Association IDUld 
like to recognize the excellent cooperation and suPfX)rt of l'brth Carolina 
officials and specifically: 

o Staff and rrerrbers of the Governor I s Advocacy Council on Children 
and Youth; 

o Depari:n'ent of Human Resources administration and staff; 

o Division of Youth Services administrative staff and the staff and 
directors of the training schools; and 

o Administration and staff at the Ec.kerd Wilderness Camping Program. 
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'In all cases, the Association received excellent cooperation and was treated 
in a professional and courteous manner. . 
'!he John lbiNard Association atta'rpted to identify both strengths and weaknesses 
and provide reccmrendations that could be inplerrented by building on existing 
strengths. Although atterrpts were nade to identify as many strengths as 
possible and to recognize the e><:cellent dedication, ccmnibrent and diligent 
work of the inlividuals at the administrative, staff, and line level at all 
the facilities, the Association desires to l:e on record jn this 
report recognizing that North Carolina can truly be prom of many of its staff, 
facilities, and services. '!he intent of this report is to help l'brth Carolina 
officials assess areas that need continued support and developlEIlt in forming 
a partnership with the GoverDJr's PLvocacy Council an Children and Youth and 
administrators and staff who operate the day-to-day programs. 

.. _-



,,<., ------.--.• --•• ......--~~--~-----~---.-----------------

r r 

" 

~. " 

I, 

\ 

- 7 -

DEPARIMENT OF IW.AN REs:uRCES 

DIVIS:j:ON OF YOOTH SERVICES 

TOO Division of Youth Ser:vice$ (DYS) within tb::! state of N:>rth carol.ina 
Department of lfuma.n R600urces (DHR) operates five trainin:J scrool 
facilities. Four serve regional areas of tb::! state. ~ fifth, a more 
secure facility, serves the entire state. The conrultants visited 
all five of these facilities. Included in this report is a separate 
discussion of tiE consultants ~ observations at each of these sclx:>ols • 

. Sane roore general iSSues which affect the Division of Youth Services are 
discussed in this overview section of the report. 

IAlring caS:"Jnaar year 1980, DYS received 700) new adnissions a.Jd 145 cnrlitional 
release revocations for a total of 945 aduissions for the year. As can be 
seen fran Table #1 approximately 17% of the new aCinissions were fena1es and 
83% males, 45% black, .5,1% white, and 4% of other racial minorities. 

A 1980 population projection for youth aged 10 through 14 in the State of 
North carolina estimated that there were 331,483 whites and 126,410 n:Jn-'Whites, 
for a total population of 457,893 jn thi:lt age group. Therefore, the racial 
breakdown of the st.c;ite for these youngsters is approximately 73% white and 
37% non-white. With DYS receiving nearly 49% non-white, new admissioos, 
there are a number of policy issues which must be addressed. This higher 
percentage of non-wh:i,:te youth should require staffi.T}:] patterns which tend 
to reflect a similar representation of non-whites in the institutional 
personnel. The data consultant.s received fran the Depart:rcent of Ad:ni.~stration, 
Office of State Personnel, did not allow for a detennination of the C!.ll:J'ent 
nunber of non-whites anployed by the Division •. However, this data is 
certainly available and it should be fairly easy to ascertain the areas, 
institutions, or position types where a radical difference exists bet:Meen 
the racial bp.lance of the staff and racial balance of stude:r:ts. 

The Governor's Advoyacy Council on Children and Youth (GACCY) should question 
why the state is exmnitting non-white youth at a rate that is alIrost one-third 
higher than their representation in the general p:>pulation. Although the 
answer to that question often can be found in examinatio-p of the court. systan 
and its operations, it is also a question that needs to be addressed by 
DYS. DYS 's cx::mnuni ty-based al ternati ve services provide a variety of 
p.rograms de!?igTIed to prarote the concept of de·insti tutionalization nr 
non-delirlquent youth and minor offenders. Data fran the last six m::J!"±hs 
of 1978 revealed that 71% of the youth going into DYS c'Olnllurity-baSe! 
residential prograrn.s were white as opposed to the 29% non-white. This may 
indicate a greater emphasis is needed in encouraging the court to use 
cx:mnunity-based prograI1ls rather than institutions for non-whites if !."1ere 
is a need. for a reside..'1tial plac~'1t. !'bre current data and a :rrore 
detailed analysis is needep to thdfoughlY addre7s th~se issues. 

In calendar year 1979, information fran the police" infonnation netwo:k 
indicated th~e were 12,512 youngsters under the. age of 16 arrested. For 
that s.ame year, the Administrative Office of the Courts revealed that 
11,247 o;rnplaints ffCIll law enforcement officers were received by intake 
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Girls % Boys 

1 6% 15 

19 12% 144 

23 16% 117 

42 23% 139 

34 17% 166 

Ave: 
119 17% 581 

TABLE #1 

. DIVISION OF YCX1l'H SERVICES 

mw AIl'-lISSIONS 

CALENDAR YEAR 1980 

% Black % ~te 

94% 9 56% 7 

88% 92 56% 69 

84% 56 40% 78 

77% 51 28% 130 

83% 105 52% 77 

Ave: Ave: 
83% 313 45% 361 

", 

'. 

% other % % of Total 

44% 0 2% 

42% 2 2% 23% 

56% 6 4% 20% 

72% 0 26% 

39% 18 9% 29% 

Ave: Ave: 
51% 26 4% 100% 

'> ~ .. "-'-.-~:=;.~~~~~-4r:n--.-,---'-.~'-~ ..... ~~'"1' 
~. '. 

---



r r 

/

',,1 1 
\ 

.) 

'

1,::, 
" .) 

,

',!' 1 , 

f 

- 9 -

officials for the courts. Delinquent petitions on 8,553 were filed as a 
result of these ccmplaints and others suhnitted fran other sources (there 
were 13 ,687 total delinquent ccrnplaints processed). Although the Administra .... 
tive Office of the Courts did not have available at this time statistics 
regarding dispositions for adjudicated children, it is knCMIl that 
700 were ccmnitted to DYS institutions. Experience nationally has shJwn 
that approximately 1.5% of juvenile a:rrests result in cacrnitme.nt to a 
trai..rllng school or correctional facility. For the state of North Carolina, 
that would mean about 190 a::mn.itlTents for the calendar year of 1979. 
Charts 1 and 2 indicate that even though the state's conn.i:brent to 
insti tutions has dropped dramatically since 1972~ it had more children 
in training schools than any other state in .the nation--it still is ccmni.ttin'J 
an excessive nunbel:' of youth to these facilities. When one also adds in 
those youth 14 through 17 that were processed as adults and crnrnitted 
to the Department of Corrections, it is evident that the institutional 
IXJPUlation for this age group has not dropped as dramatically as one \IoIOuld 
have hoped. There is still a need to divert ItDre youth fran these 
facilities. 

Table #2 reveals the carrni.tting offenses for the 700 new adnissions for 
calendar year 1980. Although it is difficult to make judganents <X>I1cerning 
seriousness of behavior simply f:rcm categoric charges, it can be s~ fran 
this table that a large proportion 9f the youth are ccnmitted for nOLl':'violent 
and/or relatively non-serious delinquent activities. 

An interesting study ccrnpleted iri March of 1980 by the Center for Urban 
Affairs and Carrnuni ty Se:rviGes l<x>ked at a sample of delinquent YaIth 
ccmnitted to DYS that were housed in facilities during the latter part of 
1978. They fOillld that the mean nunber of court contacts for delinquent 
youth was 3. 3t:irnes • However, a lTOre revealing statistic around these 
contacts was the court response. The ItDst frequent court response was 
ccmni bnent to the training sch<x>l. This ~cufted 44.4% of the t:ime. 
Probation ,was only used 30. 7% of the t:i..me; while continuing youth on 
probation occurred 12.1% of the time. This under-utilization of probation 
as a disposition is very unusual arid rna.y represent a tendency of the courts 
to rely heavily upon institutionalization as a response to delinquency 
problems. A 1978 survey of juvenile ccmnitment orders by DYS found 32% 
contained no findings of fact that· ~tY' &l;te1;'I~tiveS to ccnmitment ~ 

oonsidered as required by law. ',} 

This reliance upon institutian~lization for a wide variety of youth creates 
rna.nagement and prograrnna.tic problems for DYS. On one hand they have to 
control and treat sane very aggressi ve, severely delinquent youth. 

'en the other hano., they have a large popliation of relatively non-violent 
youth that they must both protect and control. It is this latter graIp 
that often presents more administrative problems for, the Division since 
they tend to run more frequently or '!rebel" against the !?ysteJrl they think 
is treating them unfairly. A number of staff at the training sch<x>l 
expressed the opinion that 50% to 70% of current students cxmld function 
in canmunity prog:tanis. 

--
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COURT INTAKE: 
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SHELTER AND 
HOME DETENTION, 

SECURE 
DETENTION 
FACILITY: 

NUMBER AND TYPE 
OF JUVENILE 
COURT CASES: 

ACTIVE 
~UPERVISION: 

!'REA~'MENT : 
Institutions: 1.5 
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CHARI' #1 

JOHN HCMARD ASS)2IATION 

(Standards and Flow Chart) 

THE JOHN HOWARD ASSOCIATION'S 

JUVENILE JUSTICE SYSTEM 

NORMATIVE ANALYSIS SCALE 

(J N A S) 

AN ILLUSTRATION OF NORMS ESTABLISHED BY 
THE JHA k~D OTHER AUTHORITIES IN REGAPD 
TO THE PROPER.AND DESIRABLE PRDPORTIONS 
OF VARIOUS SERVICES AND ACTIVITIES WITH­
IN THE JUVENILE JUSTICE SYSTEM. 

THE SCALE IS BASED ON REALISTIC AtTAIN­
ABLE GOALS THAT IIAVE BEEN DEMONSTRATED 
BY THE BEST EXISTItlG 'PROGRAMS. 
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0iART #2 

NJRI'H CAROLINA 

CASE PROCESSIN; CHART 

1979 

12,512 
Delinquency Arrests 

11,247 
Referred to 

Court 
(89.9%) 

< 
8,553 

New Petitions 

wr 
700+ 

to Division of 
Youth Services 

(5.6%+) 

2,440 
Referrals fran 
other Sources 

other 
c:lisJ;Osi tians 
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TABLE # 2 

DIVISlOO DE' YOOl'H SERVICES 

(llMI'ITJ}l; OFFENSES 

CALENDAR YEl\R 1980 

Mrrder and lbn-negligent Manslaughter 
Forcible Rape 
Armed. Rcbbery and Attempted Anred Robbery 
Aggravated As saul t (Assault wi. th a deadly weapon) 
Burglary 
Larceny - The£t 
J.btor Vehicle '!beft and Attempted M:Jtor Vehicle Theft 
Arson 

JI.ssault 
Assault on an Officer 
Carrying a Concealed Weapon 
Sexual Assault 
Breaking am Entering 

Aiding and Abetting 
Breaking, Entering and Larceny 
Catmunicating 'llireats 
ConceaJJrent of M=rcharrliSe 
Crirre against Nature 
Disturbing the Peace 
Drug Possession and/or Use 
Extortion 
False Fire Alarm 
Firearms Violation 
Forgery 
Forgery and uttery 
Fraud 
Illegal Use of Telephone 
CY.:>taining Faney under False Pretense 
Cp-'=>....rating ~tor Vehicle Without License 
Peeping Tern 
Possession of Fireworks 
Property'Darrage 
Purse Snatching 
Receiving Stolen Propp..rty 
Reckless Driving 
Shoplifting 
Tampering with Autcm:::lbi Ie 
Trespassing 
U;1autl1Orized use of l'btor Vehicle 
Violation of A:B.C'. law 

o 
2 
5 

18 
2 

148 
45 

2 

43 
1 
2 
3 

76 

1 
210 

3 
6 
3 
1 

12 
3 
3 
2 
8 
4 
1 
1 
1 
8 
1 
1 

21 
4 
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During calendar year 1980 there were alIrost as many incidences of nms fran 
the schools as there were incidences of new admissions. There were 692 nms 
fran the schools that year and an additional 75 nms fran hcn'e visits for 
a total of 767. All but 31 were retumed. Since four of the five DYS 
institutions have no per.ineter security, it is relatively easy for a 
youngster to nm away. In addition, it is often difficult tc;> supervise 
and nnnitor the campus areas because of their large tracts of land. 
Lacking external physical restraints, control of youths' behavior (such 
as running behavior) rests solely upon the quality of the personal relationship 
that can be established between staff and youngsters in the facility. Staff 
must have time to develop this relationship and this means a high staff/ 
student ratio in those areas whim have direct resp::>nsibility for the 
youngster's day-to-day living activities. This is generally the cottage 
life area. There IlUlSt be sufficient staff to allow one to sp:nd individual 
time with youth rather than simply being involved in the day to day aclninis­
tration of institutional chores. With the exception of the Juvenile Evaluation 
Center, all DYS facilities need additional cottage life staff. Despite 
reported requests for additional staff the Division is losing p:>sitions 
rather than gaining than. Since July of 1980 there ha'\'e been 30 posii..ions 
lost Division-wide and 10.5 will be gone by c:ctober 1981. DYS cannot continue 

. to lose staff without having any corresponding di:m.inutition in the n'lDlll:er of 
children it serves in its facilities. -. 

DYS FACILITIES AND CAPACITIES 

As of Feb·: .26/ 19?1, DYS has set 1:\\0 J?OJ?UJ,q.tion cal?O-c;i..ties for each of its 
facilities. The first is a "max:im.Ultl' ~k;ilile~ popUlatJ."'on which generally 
indicates the level at which a school can operate before the quality of its 
treai::rrent services begins to deteriorate because of population pressures. 
The second capacity is the absolute maxinn:Jn population based on available 
bed space. Table #3 reveals these population capacities for each facility 
and the total for the Division. 

The cost for keeping a youth in these facilities has risen to $49.53 per 
day in the fiscal year 1979-80. This results in an annual cost per bed of 
$18,078.45. Since the average length of stay is less than one year (10.1 
IIonths as of May 1980) the (X)st per youth is. atout $15,200 per year. 

In viewing the roans and living space for youngsters, the consultants noted 
that the single roan 'accarm:xiations were often below reccmt'eTlded national 
standards. These standards reCXl11l'eIld that all youth be housed in single 
roans that contain at least 70 square feet. IX>bbs School, Samarkand Manor, 
and the C. A. Dillon School all have sane areas of dormitory style sleeping. 
However, the Stonewall Jackson School predaninanUy houses its youngsters 
in a donnitory-style areCG~ These three-sto:ry buildings need to be phased out. 
They are difficult to supervise, allow much easier opporbmity for physical 
abuse of both 'children and staff, and provide litUe or no privacy . 

It should 'be noted that all of the areas toured were extraordinarily clean 
with the possible exception of the C. A. Dillon School where Walls in sane 
of the cottage areas needed to be clean~ and repainted. In general, the 
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TABLE #3 

DIVISION OF YOUTH SERVICES 

rnsrI'lUTIONS 

Maximun W::xr:kable Populations 

Male Female 'Ibta1 

Dillon 65 25 90 
lbbbs 90 16 106 
Jackron 110 20 130 
JEC 130 40 170 
Samarkand 125 30 155 

'l.'OTALS 520 131 651 

Abro1ute Maximuu POp.l1ations 

Male Female 'Ibta1 

Dillon 75 33 108 
lbbbs 102 20 122 
Jackson 125 25 150 

.mC 144 48 192 
Samarkand 150 40 190 

TOl'ALS 596 166 762 

Average DailX Census for calendar Year 1980 

Male Female 'Ibtal 

Dillon 64 15 79 
lbbbs 109 14 123 

Jackson 112 19 131 
JEC 117 23 140 

Samarkand 142 23 165 

TOl'ALS 544 94 638 
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physical condition of tie facilities \\8.S equal to or tetter than tha.t of 
trainin:] scbJo1 settings in otre:r areas of ~ country. 

MAl~ 

All scbJo1s in tre systan seem to have attanpted to develop a system of 
participation management Mrich rests reavily on good camn.mications and 
frequent meetings betw=en top adninistratars in the institution. At the 
time of the on-site visit, C. A. Dillon Sdool ms understaffed 1::ecause 
several key adninistrative positions l\et'e vacant. Tre top aClninistrative 
teams at the Stonewlil Jackson Scl"ool arrl the oluvenile Evaluation Center 
seem to re 1ackinJ in non~te leadership while the Dobbs ScbJol vas 
1ack:i.n:;r white leadership ,in these top level FOsitions. otre:r IllClIla:Tement 
issues are addressed in the individual scbJol: reports. 

There is a high rate of turnover in sane areas particularly cottage life. 
since July 1, 1979, 259 state ~loyees left 'bbe t:r;ainin;J sclrx>ls and 141 of than 
were fran the cottage life area. This high turnover causes problens for 
training. 

Each new enployee is required to :t:~ive 160 hours of training during 
his/her fi;rst year of anployrrent. Staff separations during the 
first or secxmd year of employment rceans that DYS has invested 
a great deal of time and rroney ;in the training of these individuals but 
is able to enjoy the renefi ts of this training for only a very short period 
of~. In addition, there is- a large cadre of state \\Qrkers who were 
enp10yed prior to July I, 1974, when the new training regulations went into 
effect. As of March I, 1981, there were 307 E!lq?loyees that had been with 
than for rrore than seven years. Many of these individuals are in key 
positions particularly in regards to the operation of the Mainstream 
Program Jrodel and the treatment teams. Although these staff have been 
exposed to ongoing training, there is a need to provide additional training 
to these individuals and newer employees regarding the concepts embodied in 
the Mainstream Treatment Program. At a minimum this \\Quld include: 

o A finn grounding in the premises and theory behind behavior 
modificiatian programsj 

o Small group &...mamics; 

o Treab11ent team processes, goals, and operations; and 

o Therapeutic considerations for youth who have special errotional 
or physical problems. 

CHILD CARE/I'REATMEm' 

During the consultants' visits to the five institutions, there was no 
indication of systematic or widespread physical child abuse. Fran the 
children interviewed there were very few jndications that they had ever 
been hit or had witnessed a staff person hit another youth. Ccmplaints 
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generally centered on the quality of the food received, the point system, and 
in the case of the Dillon School inadequate pest cx:>ntrol. 

It was obserVed that in the ATil Unit of Samarkand Manor, the Acting 
Supervising Counselor carried a stick with him, but children interviewed gave 
no indication that he ever used it against anyone. This implied threat is 
not appropriate for the training school environment. 

As can be seen in the individual school descriptions to follow 2 the 
consultants were con,cemed al:out t.he tndividual Deve10pnent Prcxjorccll (IDP) 
on the campus of the Juvenile Evaluation Center. Youth housed in that 
program can stay excessive lengths of time while being cx:mfined basically 
to the wing area of one of the cottages. There is inadequate OPfX)rtunity 
for outdoor recreation or any activities which 'WOUld take them 0Utside the 
cottage. It was also noted that the orientation program at the JacJr..son 
School allowed for placanent of youth in 24-hours of detention if they 
received 12 p:::>ints or more during the previous day. It appears that this 
may be allowed by the detention policy outlined in the p:::>lic:v manual in 
the Division of Youth Services Training Schools where it state.s that "the 
use of detention shall be solely for the purp:::>se of therapeutic intervention, 
control and/or protection." There are eight criteria defining the al:ove with 
one of them being "chronic and severe insubordination." This criteria is 
vague and allows for a wide latitude of interpretation. This is subject to 
abuse and allows the facility to utilize isolation as a "punishment." 
This is generally contrary to the expressed goals of t.he state training schools 
which are to provide rehabilitation and treatment. Legal cases around the 
c.:ounb:y generally rule against facilities when isolation is used as pmll.sh­
ment, as can be seen in the case of Pena v. NY State Division for youth, 
419F Supp. 203 (SrnY, 1976). The rourts have also ruled that isolation can 
only be used when " ••. clearly necessaory to prevent imninent physical hann 
to the inmate or other persons or clearly necessa:ry to prevent irrminent 
and substantial destruction of property. II Morales v. Tunnan, 383F Supp. 53 
(ED Texas, 1974). 

Although DYS has a grievance p:rocedure to appeal a decision, this saretimes is 
not followed due to. logistical prOBlems when there is "disciplinary action leading to 
substantial deprivation of a youth's liberty--particu1arly ent:ry into the 
A'lVJ Program, the IDP Program, the variations of KIW that exist at several 
institutions, and transfer to more secure facilities. (See National Advisory 
COllTlittee on Juvenile Justice Standard 4.54 Disciplina,:ry P:rocedures.) 
The courts in the past have set principles that offer at the very least 
the following protections: . 

1. Prior written notice that isolation or segregation may be applied 
for specified behavior ; written rules must be developed and a 
verbal as well as written explanation be provided a youth in his/her 
CMIl language within 24 hours of arrival at the institution; 

2. The juvenile must have knowledge of all adninistrative procedures, 
rules, and regulations and be provided with a written cqJy ; 
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The juvenile wust be made aware of the reason for deta.i.IYnent 
(where isolation or segregation takes place before the hearing); 

There must be JX)tire and an expeditious hearing dur:ing which the 
juvenile is adequately infonned of the charges and given an opportunity 
to be heard, to ronfront accusers, inspect and challenge any doccrnent 
or evidence arrl introduce evidence and/or witnesses in his own behalf; 

5. The juvenile has a right to assistance fran a person of his own 
choosing; 

6. The rearing must be impartial, and preferably ronducted by a panel 
of at least 3 persons. The panel should not include the a:mplaining 
staff person. AlS91 the cases strongly suggest and in sane instances 
dictate that the hearing panel should be a::mposed Qf the superintendent, 
director or acting superintendent or acting direcror, and 

7. A written reo.::>rd must be prepared in a fonn sufficient to p:nnit 
review (National Standards include findings, reasons, surmary of 
evidence relied on, sanctions, and reasons for sanctions) • 

QUALITY OF PRXiAAM 

The Mainstream Treatment PJ:Og'ram provides the rrodel for treatment that is 
used by all of the DYS institutional facilities. The model is a canbina-
tion of a behavior management system and a reality therapy app:roach. It 
attempts to bring together into one treatment team the various disciplines 
which traditionally had been separated. in training school environments. 
Therefore, the treatment team consists of a social worker, the cottage life 
personnel, and the a,cadan;lc: repJ;~tatJ-ve, with supportive services provided 
by medical, psychological, and psychiatric personnel. The treatment 
approach calls for the developne.nt of individual treatIrent plans for each 
youth which include individual educational plans. The individual treat:rrent 
plans set specific goals for children that need to be attained in addition 
to their regular ITOVernent through the Mainstream program. Youth acCllTItllate 
p:::>ints which allow' them to nove through the various levels of the system 
which eventually brings about their release back to the ccmnunity. (With the 
new N.C. Juvenile Code, this is not always true sinre youngsters cannot 
stay longer in a facility than an adult would on a similar charge. Also, youth 
caning to the Division who have detenninate sentences have to 
stay in an institution until the terms expire, subject to a limited ability 
of the Division to reduce the length of stay.) 

The cx:rnni tment of the DYS facilities to this treat:rrent rocx1el varies arrong 
the institutions. Each has implemented the process in slightly different 
fashions based upon their philosophical approach to treatrrent of youth, staffing 
patterns, and physical facilities. A description of the programs and their 
a:mponents such as education, coUI).seling servi:ces, medical, recreation, and 
rottage life, are included in the individual institution reports. There are 
sane general c:x:mnents that can be made that affect the entire Division. 

\ 
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The key to a behavior rrodification program is the ccmnon understarrling of 
all staff about what objectively constitutes the behavior which triggers the 
awarding or withholding of points. These behavior management systems also 
tend t.o rely heavily upon systems of penalties that allow for points to be 
taken CMay. The behavior ,leading to the irnp:Jsition of the penalty often is 
subject to a high degree of discretion by staff. The canb:ination of 
withholding points and arbitrarily irnJ::osing sanctions can lead to prolonged 
ronf.inenent of sanE! juveniles which v;ould not be. in their best interest. 
This often is the result of inadequate staff training and adninistrative 
rronitoring of the program operation. That also can be the result of an 
inadequate definition of terms, processes and procedures. For instance, 
"the failure to follow staff instru.ctions" can be eit."1er a noderate infraction 
requiring a loss of 100 points or a minor infraction which re::jUires only a 
loss of 'bo points. The key to whether it is a moderate or minor infraction 
depends UfOn whether or not the staff rnanbe.r detennines if this was a 
IIwillfull and insubordinate failure to follow staff instTIlctions. II This 
allONS for too much discretion unless these tenns are very specifically 
and objectively defined. Currently the Division does have a task force to 
exam.i.ne the Mainstream Program and to deal with issues such as the above. 

Although the program has attempted to bring all of the various disciplines 
within the school together working tcMards a o:::mnon goal related to the 
individual education plan and the individual treatmerit plans of the 
youngsters, various institutions differ on their ability to actually bring 
this to fruition. Typically I the academic portion of the program renains 
isolated fran this overall treatrrent approach even though representatives 
fran the academic program are included in the treatment teams. This appears 
to be particularly true at the C. A. Dillon Sc..hool and Samarkand Manor 
where teachers continue to express many feelings of isolation and separation 
fran the rest of the school treatment program. 

Although the Mainstream Program attempts to provide a canprehe.nsive treatment 
approach for all youth in the Division, it is obvious that there will always 
be sane youth who cannot fit in to that type. of program structure. In a 
response to this r JEC has develop8d and maintained an individual developnent 
program r while Stonewall Jackson School and Samarkand Manor have both 
developed extended or longer-tenn Assigrrnent to the Wing Programs. These 
programs tend to focus on kids who are acting out r runaway, or exhibit 
aggressive or assaultive behavior. They suppress these behaviors by 
placing greater and rrore stringent controls on the youthr rrostly by confining 
the youngster in a more secure setting and to a lesser degree pIUViding 
a rrore staff intensive program. Such programs as these will have to exist 
at each facility if the regional roncept continues to be maintained 
because there will be a small rninori ty of students that reed a physically 
secure enviroIiT1ent. At t.llls point in time, the regional facilities do rot 
really have this capability except by confining youngsters to a unit and simply 
not letting then move outside of that unit. In the case of the IDP Program 
at JEC this results in very lengthy periods of confinement within the cottage. 

The Division may have to consider the developnent of a specialized unit at one 
of the ~ of the -regional facilities-which has perirreter security that would 
allCM for youngsters in the program to receive outdoor recreation and 
activities. The goal of these units should also be to quickly 
re-int.egrate the youngster back into the Mainstrean Program of the school. 
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The ~ti tutions will have to develop a wider variety of programs beyond 
the mal.IlStrean treatment model. These programs may include a wilderness 
stress or the:rapeutic carcping programs such as found at JEC, a token 
eo::many prcgram for youngsters that need a JOOre cnncrete structure a 
Mutua11lgr~t Program that allows for contracted goals and obj~ves 
and a SFeClfled release date, etc. This wider variety of satellite 
programs em:mating fran the rnainstrean rrodel needs to be developed in 
order to Ireet the wide varieties of needs exhibited by the youngsters 
in the regional facilities. 

One final issue needs to be. addressed by the Division. All of the training 
sc.."1ools are a!lErlucational facilities. Dllrin:;J calendar year 1980 the av 
~anale population for any one of these pxograms ranged fran 11 ~ 25. erage 
The effect of fE!'1'l<;lle students on institutions is conside.rerl positive hCMever 
because they are so few in nunber r girls often' are prograrnned out of 'certain ' 
areas of ?ctivities. TI:e JOOst. glaring area is that of vocational training 
~ . vc;x:=a:t~onal prograrmung. Slnce the nunber of girls caning to the 
~l ":-Sl~>n 15 small and many. o~ "!=hem are caning for relatively minor offenses, 
lt lS l.ncunbent UfOn the D1VlSlon to develop and maintain ccrmn.mity-based 
residential and non-residential programs that o::mld respooo to the needs 
<?f -t;hls. gr~. 'lhe Division soould be able to reduce the female population 
m l.IlSti tutions to a ve:ry rn.inirnal arnotmt. It is the consultants' estimate 
that this may result in a statewide pop..liation of fran 40 to 50. With this 
kin~ of an ~fort, tl;e Di\dsion may want to explore the possibility of 
havlIlg a reglonaI Ulllt progran for girls. This v;ould require increased 
efforts fran the Division to help and encourage family visitation as well 
as outreach \\Drk 'by family workers to maintain and ease the transition back 
into the ccmmmity. HCMeVer., in the long nm this may be. JOOre cost efficient 
for the Division as well as provide more resp::msive progranming for those few 
females that require an institutional o::mni tment. 

The Division of Youth Services has made substantial progress in a nunber of 
areas. The following achievements, arrong many others, stand out: 

o The developnent and implementation of a unifonn statewide treatment 
program (i. e., the Mai..Tlstream Progrcm) ; 

o Development and promulgatian of a Division policy manual for all 
personnel; 

o Developnent of sp;=cial programs to meet individual needs (e,g., the 
Re-education and Crossroads Programs); 

o Substantial carrniiJn2nt to staff development and training; 

o Four full-time clinical chaplains; 

o Full-time volunteer coordinator ateaC'.h school; 

o Accreditation Of the academic school by the State Board of Educatian; 

--~-
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o Reduction in overall ccmni troents by aver 50% i and 

o Initiation and .major ccmnit:mmt through treatIrent team a:mcepts. 

The acccmplishments provide a sound basis for the refinement ~ :nntinued 
iJrprovenent of the Division of Youth Services J?~am ~ f~Clllties. 
The follCMing reccmnendations are made in a SPlrlt of b.rilding on the 
progress to date. The recannendations in this ~i:m of ~e :e~ are 
those that focus on systen-wide issues and not lndivlCrual lnStitUtiOns. 
These reccmnendations will not be repeated as they apply to individual 
schools in the following sections of the report. 

1. 

2. 

3. 

The Division of Youth Services, in cooperation with local a:mnunity­
based agencies and the Adrninistrati~e Office of the. ~s, should 
work to continue to reduce the a::nnutments to the D1V1Slon of Youth 
Services. 

Discussion: Through the utilization of ccmnuni ty-based agencies and 
targeted funding in sane jurisdictions to strengthen school 
alternatives, it is the consultants' finn belief that the camri.trnents 
can be continued to be reduced. Specific progr~ target.:!-ng for 
females and the aver-representation of blacks. in the a::nnu~t. 
population and under-representation in cxrrmuruty-based resldential 
programs should be stressed. Although the respans~ilit.¥ f<;>r 
carmitrnents is not with the Division of You":h ~ervl~, 1t .1S 
in its interest th3.t it provide the leadership m WJ:r:kin;J Wl..th 
local organizations and courts to ensure that only juveniles wtx:> 
requ:i.:re con.:eine:nent ;in t.:l;'q:inin:J schx>ls b= ccmnitted. 

A pre-disciplinary due process procedure be ensured 
punishrrent is at stake for disciplinary infractions. 

when significant 

Discussion: Standards promulgated by the Institute for Judic~al . 
Administration the American Bar Association Standards ProJect, 
and The Admini~tration of Juvenile Justice by the National Advisory 
Carmi ttee for Juvenile Justice and Delinquency Prevention, outline 
steps to ensure due process as a ~ of discipl~a:ry. p~ 
for juveniles. Specific reference 1S made to trlggerln,? this . 
procedure prior to plac::em:nt in the Assignrrent to the ~lng Prog:7-am, . 
Individual Developnent Program at the JOC, and any serlOUS deprl vat1.on 
of liberty including JOC)re than one day in an individual roan and/or 
transfer to a JOC)re secure facility. There is' such a ~licy at present, 
rut it is often bypassed l:ecause of logistical prohlens. 

The Mainstream Program needs continued 5Up!X)rt and clarification to 
all staff so as to insure consistent irnpletel1tation of this excellent 
program strategy. 

Discussion: The Ma.instream Program is an appropriate program for 
the majority of youngsters and nE..'€ds o:;>ntinued sUPFOrt ~h 
training and rroni toring b:t central offl.ce staff to ensure 1 ts 
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consistent operation Division-wide. 

4. Strengthen the developtent of the individual treat:rrent plans 
and the treatment teams through quality control arrl training. 

Discussion: The devel~t of individual treat:rrent plans and 
individual education plans have provided major treatment tools 
systan-wide. Treatme.'1t teams function at varying levels of 
consistency fran institution to institution an1 a:mld benefit. 
fran sane quality control. A trained clinical staff:rnenber 
fran Central Office should condu::::t regrilat Tilee~S with treatment 
teams to provide a training and supervision rnechanisn. In 
addition, psychological and psychiatric resources soould be 
shifted to include not only the evaluation and assessnent process 
rut provide !TOre direct counseling to students and workin:J with 
staff training and treatment of special program needs. 

5. The Division is in need of sane secure bed space at Dillon School. 

DisC;:US$ion: ~. A. Dillon School currently is inadequate to provide 
InaXllm..Jn secun ty prograntning. If Dillon is to rEmain a designated 
secure. facility sane additional staffing for security force, 
upgrading of the fence and the utilization of special carmunication 
devices (Le., radios, panic buttons) is necesscu:y. If Dillon is 
not to be used for this pw:pose, DYS should establish at b.u 
of the regional facilities a perimeter security fence around one 
cottage for security and outside recreation. These facilities 
should serve as transition programs designed to re-orient and 
re-integrate the youth back into the Mainstream Program. 

6. '!'he Assignrrent to 'the Wing Program should be revised to Include an 
m~hool suspension pr~ram at all traini.rq schx>ls, where feasihle. 

Dis~sion: ~e assignment to the W:.ng Program varies in its imple:m=n­
tation at different schools sane of which provided sane creative 
prograrrming al ten1ati ves. NJ.W as it exists in sane settings provides 
a wc;Y for a youngster to stay out of school for a while aOO do nothing. 
An m-school suspension program should replace the current program. 

7. Althoug~ the Division of Ynuth Servires is not primarily responsible 
for farru.ly ~rk (Le., this is the responsibility of the irrlividual 
court. rounselors); it is in. DYS', the youths and their fam:i.ly'.s 
best lnterest that a proactive stance to involve families either 
by ~ial ~rkers rnaJ;ing con~inued c;x:>ntacts in the a:lmlllnity anO/or 
farru.ly Servlce coordinators In working rrore actively with the court 
counselors to encx::mrage rontinued family participaticn. Visitation 
hours should be expanded to seven days a week to facilitate and 
encourage family cx:mtact. 

Discussion: This outreach effort will not be easy but it is incunbent 
that the Division of Youth Services take the lead in ensuring that 
youngsters have max:inn.:m p::>tential family contact towards the goal of 
re-integration back into the cc.rrrrn.mity. . 
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8. Building on the successful initial pIo:::JLdIlI venblres of roth Re­
Education and Crossroads, other additional program options to 
the MainstreCiI\ Program shalld be developed so as to insure youth 
with special needs who have not bef>.n able to acclimate to the 
Mainstream Progran are served. 

Discussion: Much can be learned fLaIl the experiences noted arove. 
Both Crossroads and Re-Education are tenni.nal PLOgrdIllS fLaIl which 
youth will leave the institution. A transition program is designed 
to help a youngster wl'x> is out of sych:ronization with the Main..c;tream 
program ... The. transition provides intensive short-tenn inteLvention 
for the youth so that he is able to re-enter the regular pr03LCf11. 
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JUVENILE EVALUATION CENl'ER 

'!he Juvenile Evaluation Center first opened in 1961. IDeated in Swannanoa, 
N.C., it serves the 32 aaunt;ies a::mp~isiPe' .the ~tern~st area 
of the state. CUrrently the Juvenile Evaluation Center (JOC) is rated as 
having a maximum workable population of 170 (130 males arii 40 females). 
Al th::mgh this workable pqJUlatian capacity represents an ideal level based 
an staffing patterns and bed space, the facility does have an absolute 
rnaxirrn.:Im p::Jpulation based on bed space rated at 192 (144 nales and 48 females). 
During calendar year 1980, .the average daily population for JOC was 117 mal~, 
23 fema.les for a total of 140 youth. (See Table *4 - Average Daily Population 
far calendar Year 1980 - Juvenile Evaluaticn Center.) 

As of March 1, 1981 there were 155 staff enployed at the Center. Since 
July 1, 1980, 27 employees (17 males and 10 females) left the errploy-
rrent of the Cehter for a 17.4% turnover rate. During the previous fiscal year 
fran July I" 1979 through J\.D'le 30, 1980 there were 46 separations (32 male and 
14 fe.-nale) fran the Center. With an average staff canplerrent of 155, this 
\\UUld be awroxirnately a 30~ rate of staff turnover. Of the staff enployed 
as of March 1, 1981 the average E!1ployee had been with the Division for six 
years and eight ITOnths. 'lhe longest tenn errployee had been there for 35 years 
and 8 nonths. 

'!he greatest rate of turnover for JOC occurs in the categories of cottage 
parents and cot~ge counselor technicians. (See Table #5 - Employee Separation -
Juvenile Evaluation Center.) Since July 1, 1979, 30 rottage parents and 12 
counselor technicians have left t.'I1e Center. Even with this high rate of turn­
over, the institution does have a fairly stable cadre of employees. Seventy 
of their staff have been with the state five years or longer. en the other 
hand, as of 1-iarch. 1, 1981 there were 24 individuals who had not yet worked 
at the Division for a full year. 

In general, staffing for t:te facility at its current population seems to be 
adequate, with the exception of the area of psychological services. At ITDst 
tines, the schcxJl is able to pLOvide at least double coverage for ~ rottage 
life area. Psychological services are provided by b;o full-tine psychologists 
wiD s:pend rrost of their tine involved in assessment tasks. 'Ihe c::arplenent of 
persarmel in this section has dropped dramatically since the s1.1lllter of 1980 
when there ~re three full-t.1me and two part-tine psychologists errployed at 
tl;le school. Additional staffing in this area is a major prograrmatic ccncern. 

The basic question which needs to be answered is whether or not the administra­
tion wants to utilize psychologists only to neet assessrrent needs or also 
utilize their talents for ~ design and delivery of note extensive therapeutic 
progranming and/or training for staff. It ~d seem that the latter would be 
a ITOre appropriate utilization of psychological training and expertise. 
Specifica11y,.there should .be greater involvarent of the psychologists in: 
(I) the develop:rent of therapeutic programs to neet the needs of the youth; 
(2) provision of individual and group therapy; (3) provision of training and 
consultatioo to other institutional staff regaLding therapeuq.c plans and 
processes i and, (4) pennanent assignment to a treatment team. . 
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Tl..BLE #5 

TABLE #4 EMPIDl'EE SEPARATIONS 

7/1/79 - 3/1/81 

AVERAGE DAILY POPULATION 

FOR CALENDAR YEAR 1980 

JUVENILE E.VAWATlOO CEm'ER Classification RACE SEX 
Title Yru.te Black Male Fana1.e 'lbtal 

Clerk Typist III 4 1 5 5 

MJNTH OOYS GIRLS 'IarAL Psyclx>logist II 1 1 1 

January 116 22 138 Psycharetrist 1 1 1 

February 114 27 141 Training School Asst. 
Unit Administrator 1 1 1 

M3.rch 110 27 137 
,')t.tage Parent Supv. II 3 1 2 3 

April 113 25 138 
Cottage Parent II 21 9 28 2 30 

May 124 24 148 
Cottage Life C.ounselor 

Jlll1e 120 22 142 Technician 8 4 6 6 12 

July 123 23 146 
f 

f 
August 121 19 140 

j' 

!~ 
September III 19 130 

Recreation W:>rker I 2 2 2 

Teacher 1 1 2 2 

staff Nurse 1 1 1 

October 116 22 138 Plant Maintenance Supervisor I 1 1 1 

November 121 24 145 Maintenance Mechanic III 4 4 4 

Decerriber 119 27 146 COok Supervisor I 3 1 2 2 4 

Food Service Assistant II 2 2 2 2 4 
."'\ 

Average Db-fly Population 117 23 140 
Teaching Parent 1 1 1 

" , , 
Cook II 1 1 1 

'IOl'AL 55 18 49 24 73 

--::> 
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PHYSICAL FACI!..1TilS 

'lbe JEC ca.up1ex consists o:e faux cottages ;Eor housing the st¢ents I an adtiinistra,.. 
tion building, a sfeCial programs building, a cafeteria, and an excellent 
school building. Currently under const:ru.ction is a n:w gymnasium which will 
augrrent arrl replace a very limited indoor recreational area roused in the 
sp3cial prograrrs building. During the on-site visit to the institlltion, 
it was noted that all areas were very clean and s~era11y in gcx:::d repair. 
A specific exception to this was the Green~ Cottage which houses !..evel I, 
older and larger 1x>ys, the Assignrrent to Wing Program for th:>se youth, and 
the IDP Program. 'Ibis cottage was clean but was in great need of redecorating 
and paint. 'lbere slx>uld be developed a preventive rcaint.enance schedule which 
includes repainting cottages at regular intervals. 

'!he other residential cottages on ground incltrle Sloop which houses older and 
larger boys on !..evels II, III, and rv. Gilliatt Cottage rouses orientaticn 
for boys as well as all levels of the younger and smaller youth and their 
Assignrrent to Wing Program (A'lW). Frye Cottage houses orientation and all 
levels for the girls program inc1trling their NJ!fil area. The institution is 
continuing to tear dONl1 a few of tle remaining aJ:lt'\Y barracks which had been 
built during Vbr1d War lIon the institutional grounds and is also in the 
process of filling in an outdoor sw:irrroing pool which had becare disfunctional 
(there are' no plans to replace this). 

TRFA'lNENl' PR03RAM 

'lhe Department I s Mainstream Program was first developed and implerrented at 
the Juvenile Evaluation Center. Therefore, one perceives a strang ccm:nit:rrent 
by JEJ: staff to tre concepts and structure errUxilied in this program m::x1e1. 

Sorre of the rrore distinguishing aspects of the program are: 

a. The JDP for youth who are having trouble i'::tting into the 
Mainstream Program and require individualized prograrrming 

arrl treabrent; 

b. Cottages which house youth re.sed on sex and a canbination of 
the factors of age, size, and/or aggressiveness; 

c. Assignrrent to the Wing ProgramS where education, recreation, 
and food services are delivered in the wing of their cottage; 

d. T.reat:rrent teams which rreet on a daily basis; and 

e. A therapeutic camping program for youth near or on pre-release 

status. 

The IDP Unit is housed in B Wing of Green~ Cottage. At the tine of the 
on-site visit, eight students were assigned to that program.. In theory, 
IDP was developed to provide for an al ternati ve treabrent program for those 
youngsters wln had'difficulty fitting into the Mainstream nodel. In sene 
cases, youngsters amId be prepared to enter the Mainstream treatrrent 
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TABLE #6 

AI:MISSIONS AND RELEASES 

FOR CALENDAR YEAR 1980 

JQVENILE EVALUATlOO CENl'ER 

Am1ISSIONS 

New Cond. 
Release 

F B W Rev. 

6 4 8 6 

3 1 17 5 

0 1 11 1 

6 9 13 14 

3 4 11 2 

6 6 II 0 

1 5 6 3 

2 3 7 4 

3 3 9 2 

8 7 17 4 

3 3 13 5 

1 5 7 2 

42 51 130 48 

RELEASES 

Condi- Rtmaways 
tiona1 

Discharge ReI. lbre Sch:>ol 

9 6 4 8 

23 12 0 19 

10 9 3 11 

15 13 2 20 

6 14 1 22 

29 6 2 14 

23 11 2 6 

23 7 1 15 

23 11 0 12 

25 10 1 13 

6 4 0 14 

16 16 4 11 

208 119 20 165 
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approach~ For sare other youngsters, the IDP process may be the only 
appropriate treatment m::::>del with youth l:eing released directly to the 
carmunity. 

'lbe program is self-contained with all services being provided on the mrit. 
IDP uses a system of stars in conjunction with phases in order to chart a 
youth I s progress through the system. The stars basically represent staff I s 
judgerrent of a youth I S behavior and atti ttrle during any o~ day. A red 
star indicates a very good day while a bIlE star indicates a very fOOr day 
(the youngster ccmnitted or attempted to a::mnit a major infraction). If 
a child exhibits perfect behavior fran tie tirre he enters the program, the 
quickest that he will be able to exit is 91 days. 

MJre typically a youngster will stay five to six nonths in the program with 
SCIIe actually staying up to a year or rrore. If there is an Achilles heel 
to the prc:grarrrning at JOC, it ,is errbodied in the IDP Unit. Although in 
theory the tmit is to provide an alternative to the Mainstream progranrning, 
the reality is that it is a highly structured, very restricted program 
working with youngsters who exhibit behavioral problems and its existence 
serves as a "threat" to other youngsters on campus. fue program is staff 
intensive, h:Mever, this is nore for security and nonitoring reasons. than 
for therapeutic programning. The physical structure of the building (and 
the carrpus) requires this. 

'!here is a need for al te.rnati ve prograrrming for sc:ne youngsters sinply 
because the Mainstre.am nodel does not meet their needs. '!here is a need 
to provide a structured, secure program for sare YOlmgsters wh:l are . 
aggressive, assaultive, and/or run risks. However, scree youngsters sl.ITlply 
do not relate to the p;:>int and level systan or may need additional supportive 
services. Specifically this may include frequent therapeutic contacts either 
individual or group therapy, exposure to specialized treatment prcgrans such as 
psychcx:lrama, or in tie case of the younger children or youngsters ~ th 
l.imited rrental capacity, a program that rests on a token econany. 

'Ihree major issues that need to be addressed regarding the IDP are: 

1. 'lhe excessive length of stay; 

2. lack of sUHX'rtive therapeutic services and therapeutic focus 
for the program; and, 

3. lack of an opportunity to be involved in a significant arrount 
of outside recreational activity. 

During the on-si te visit to the carcpus, the nost predcrninant canplaints 
fran youngsters in IDP concerned length of stay, lack of opportunity for 
recreation, and canplaints 'alx>ut the food roth in terms of quality and 
quantity. fuere were several crnplaints regarding food being col,d because 
it had to be shipped fran the main kitC'llen to the cottage mri~. 

'llE rest of the children on carrpus are basically divided anong the cottages 
ei:ther by sex or age, size, and aggressiveness. Younger boys and those going 
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through orientation are in Gilliatt Cottage. All girls are hoUsed in Frye 
and the older and/or larger roys are placed in Sl(X)p with the Level I 
youngsters in. this category being housed in one wing of Green'Wl:)(Xj Cottage. 
In general, an attempt is made to separate youngsters on different levels 
by placing them in different wings of the CXJttages. HCM:ver, o~ often 
observed that several levels of youngsters are represented in one wing. 
'lliis is caused by of the population needs of the institution and the 
abilities of sore youngsters to quickly nove through various levels. Having 
o.u or three different levels housed in o~ wing, l1oNever, creates problems 
for staff in tenns of determining which youngster is on which level and is 
entitled to which priv.i1!=9'es. In terms of the treatJ'rent prc:gram, staying in 
one wing while progressing through several levels does not provide the kinds 
of secondary reinforcerrent that: should aCCCl1"pi3.I1y this rroverrent. Every attenpt 
shJuld be made to provide for separate wings for separate levels or separate 
living areas for separate levels. 'Ibis will aid staff in providing a a::m­
sistent approach to the treatnEnt program at the appropriate level as well 
('1.5 reinforce to the youngster the concept of noverrent through the system. 

i\hen youngsters have difficulty in the Mainstream Program, a disciplinary 
alternative that exists for the campus is KlW. Theoretically youngsters 
involved in untcMard behavior can lose a ccrnbination of point..s, levels, 
arrl privileges as well as experience a period of tine where their rcovem:mt 
is severely restricted. to only a wing area of a cottage. 

Teachers are assigned to the MW Program to provide youngsters with a contin­
uing exposure to, an educational program while under this restriction. When rx>t 
involved in the school program, the youngsters basically do nothing, sitting 
and relaxing, ref,l.ding or watching television. 

In roth of the boys A'lW Programs, population pressures require that sore 
youngsters fran other levels (Le., level I) be housed in the sarna wing. 
Therefore, when these youngsters return fran sch(X)l they mix with the AT'll 
youth aJJd both ba:sically are involved in the sarre prograrrrning for the rest 
of the day. 

In reality, the only real PE"'..nalty that exists for these youngsters is the 
e,ffect being placed. in A'IW has on their p;:>ints and level. In sore respects 
there liay be a number of desirable aspects to being placed in AT'll, such as 
oot having to go to school for the sarre length of t:i.rre as other youth, 
receiving nore individualized attention fran a teacher, greater ability to 
relax and watch nore television, while continuing to be involved in much of 
the regular progranming after youngsters return fran school. The structure 
of the AT'll Program needs to be :re-evaluated in the follo.Ying areas: 

o It should not allow for a youngster to avoid or decrease his/'hEu' 
involvement with the educational progranming. It may be nore 
valuable to continue to require youth to go to sch(X)l b..lt limit 
their noverrent in the scix:x:)l area by providing all of their 
classes in a special AT'll classroom; 

o row youth should not l:;>e mixed with ot:h:rr yotmgsters who are not 
under this disciplinary sanction; and, 

~. 
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o Addi tional supportive services of a therapeutic nature should be 
provided to youngsters who are in ATW that would continue a£ter the 
youngster's entry into the Mainstream Program to help them avoid 
replacerrent into A'IW. 'Ibis should also provide staff with addi-· 
tional insight and managerrent tools to ~rk with that specific 
youngster's problem. 

A key to the Mainstream Program on this campus is the treat::rrent team, its 
composition and the fact that it neets on a daily basis to review and discuss 
YOtmgsters' cases and problems. The treatment team consists of the cottage 
SOCL.U worker, teacher(s), and counselors/cottage parents. '!he frequent team 
rreetings are useful and should SeD-Ie as a rrodel to other institutions in the 
division-sore of which hold nruch nore infrequent team rreetings. 'lhe focus 
of the rreetings should be and is to help youngsters receive feedback and 
progress in a positive nanner through the treabrent program. HoNever, there 
is a tendency to saret.imes fccus on problems rather than achieverrents. 

It was observed that youngsters are not always as involved in these neetings 
as they need to be (i.e., active participation by the youth and that partici­
pation actively solicited by the staff). This is basically an inservice 
training problem that needs to be addressed by the institution. It will 
also be a continuing problem that will need the attention of institution 
administration, because there is the natural tendency to focus on misbehaviors 
and for the sake of efficiency to seek only the input of staff or very little 
input fran youth. 'Therefore, the social ~rJr..ers need additional training 
regarding the rranagerrent of treatrrent team process. Tre.abrent teams need 
to be continually rronitored by the administration to· insure quality control 
and their proper functioning 0 Additionally, if psychological staff is 
increased, a psychologist should be assigned to each treat::rrent team. 

At the time of the on-site visit, it was not :possible to see or observe the 
'Iherapeutic Camping Program which operates at.J':E>:. W>lever, it was the 
distinct irrpression of the consultants fran interviews t.'I1at staff felt this 
progra.'1l was indeed. a valuable asset to the schcx:>l and t'1i1t such a program 
should serve as a m::Xlel for oth~ schcx:>ls. 

~ AND WEAKNESSES OF PRCGRAM 

In capsuled fOnTI, the consultants made the following observations regarding 
the strengths arrl weaknesses of the Juvenile Evaluation Center. 

Strengths: 
, 

o Excellent educational facility and educational progranTning; 

o Strong carmuni ty relations program; 

o Full-tirce volunteer coordinator and clinical chaplain i 

o Therapeutic Camping Program as perceived by staff; 

o Construction program which is ridding the campus of the old 
barracks and buildings and adding a new gymnasium; . 
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o Innovative rmlSic program; 

o Adequate. cottage life staffing i 

o Cottages, cafeteria, and kitchen facilities that. were extrerrely 
clean; 

o Generally gcx:x1 staff rrorale and a feeling of pride in their pro­
grarrming; and, 

o Irrproved ccmmmication anong various segrrents of staff. 

Weaknesses: 

o IDP Unit; 

o Low norale or teeling of non-support fran administration by IDP 
staff; 

. 0 Lack of a ph¥sically secure area that would al1CM for outdoor 
recreation ; 

o Currently a lack of adequate indoor recreation facilities; 

o Lack of adequate numbers of psychological staff; 

o Lack of knCMledge by youngsters regarding grievance procedures; 

o Limited due prcx::ess available to y01.mgst(.:~s for infractions which 
result in a loss of points and/or reduction in levels; 

o Need for additi.onal training for workers leading the treatrrent 
~. . , 

o High tUD10ver of staff particularly in the cottage life area; 

o lack of vocational prograrrming particularly in areas and trades 
which are responsive to the needs of today' s econany; and, 

o Lack of involverrent of family ~vith the treat::me.nt of the youngster 
and limited family visiting • 

The above observations are not all inclusive, but represent the major 
strengths arxl ~esses observed by the consultants during their one day 
visit to the facility. 

'!he following reccmrendations are specific to the Juvenile Evaluation Center. 
'!he reader is referred to the system--wide reccmre.rrlations at the end of the 
Division of Youth &ervicessectian. 
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The IDP Program needs to be reviewed and restructured. Speci£ically 
areas to be addressed are the length of stay, the program activities, 
the therapeutic support system, lack of recreation, educational .. 
prr.:x;rrarmring, and consistency of the treat::nent approach. '!he faclllty 
may find that it needs to provide several kinds of programs only 
one of which has to be concerned with the control arrl custody issue. 
For tho£.e YOlll1gsters who are highly aggressive, a severe ccmnuni~ 
threat, or a great n.m risk, there may have to be developed a. urut 
which is either fenced or includes a fenced :rrea that Wlll 
provide for outdoor recreation and activities while reducing the . 
risk of escape. However, there are other youngsters who may not flt 
into the Mamstream Program because of sp=cial needs unrelated to 
aggressiveness or run risk. For them, special programning such as 
a ilnll-ual agreerrent program, a token econcmy, short-te.nn limited 
intervention p~am, expansion of the therapeutic camping program 
may l1.ave to be developed. 

Vocational prograrrr:dng should be expanded at JOC. A study should 
be canpleted which identifies the kinds of vocational opporttmities 
which exist for youngsters in the 32 counties served by this 
mstirution. If this is a heavily agricultural area r it may be 
appropriate to develop programs that emphasize trades or talents 
needed for that area. In terms of manufacturing, the institution 
may atterrpt to develop liaisons with canpanies that v.uuld identify 
the training and experience they need for their entry level 
posi tions." Fran that, vocational programs could be developed 
that are responsive to those needs. Additionally, sene. of ~ 
rrore sophisticated vocational prograrrming could be provided m 
the evening allcw.ing for people fran the ccmnunity to participate 
with appropriate youngsters fran the institution. Similarly sene 
youth may be nore appropriately served. by vocational programs 
offered by local schools or the Division of Vocational Rehabilitation. 

Greenwocx:l Cottage needs to be repainted m conjunction with a 
regular maintenance program. 

Every effort should be fnci.de to provide separate livmg areas for 
voungsters on different "levels of the Mainstream system. 'lhe 
progress of the system should not only include additional privileges 
but a change in environrrent. 

Youth assigned to the wing should not be housed in the sane living 
area as youngsters in the regular program. 
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S'roNEWALL JAO<SON SCHOOL 

The Stonewall" Jackson Sch<x>l first opened on Jan. 12, 1909. Located 
in Concord, 'N.C;, this' sch::>ol, ~e~; the 14 counties m tle 
west central area of the state. The rna..xlirrum workable PJPUlation for the 
facility is 130 (110 nales and 20 females). The absolute ma:ximu:n p:>p.ilation 
based on available bed space is 150 (125 males and 25 females). On the day 
of the on-site visit to the facility, Stonewall Jackson School was approaching 
the absolute max.lmum rate of population for the facility. There were 141 
youngster~ living in its five cottages (122 nales and 19 fenales). tArring 
calendar year 1980, the average daily population for Jackson was 112 males, 
19 females for a total of 131 youth (See Table #7). From this it is easy 
to ascertain that durmg the entire past year the Jackson School was operating 
near or above its maxirnum workable pJpUlation level. 

As of March 1, 1981, there were 121 staff anployed at the Center. Since 
July 1, 1980, there have been 12 employees (8 males and 4 fenale.s) leave the 
employment of the Center for a 9.9% rate of turnover so far this fiscal year. 
IXlring the previous fiscal year fran July 1, 1979 through June 30, 1980, there 
were 46 employee separations (32 males and 14 females). If the average staff 
canplarent is 121, this would mean that for the 1980 fiscal year there was 
approximately a 38% staff turnover. As with other institutions, the greatest 
rate of tuxnover at the Jackson School occurs in the categories of cottage 
parents and counselor technicians (see Table #8). Since July 1, 1979, 
16 counselor technicians and 24 cottage parents left the errployrrent 
of the school. 

Despite this turnover, the school also has a stable cadre of employees that 
have been with the Division for several years. For instance, 45.5% of the 
staff (55) have been with the Division for five years or rrore. Also, on 
March 1, 1981, approximately 16% of the full-time staff (19)' have been with 
the Division for less than one year. During the initial briefing with the 
school's management team, it was brought to the (X)nsultant' s attention that 
ail departments within the school were understaffed. It was est:irnated that 
Jackson had roughly 35% less staff than other schools and that there was a 
need for about 30 additional people. If one canpares the staff/student ratio 
of the Juvenile Evaluation Center to Stonewall Jackson School, then this 
obse...rvation WJuld sean to be correct. HCMever, the staff/student ratio of 
Jackson School. as ccrnpared to Sarnarkand Manor and Ibbbs School tends to be 
quite similar. 

During the on-site visit, the consultants were able to discern a staff 
dissatisfaction, particularly at the line level which may be related to the 
issue of lack of staff. However, b..u other contributing issues are the low 
salaries for cottage life staff and the residual effects of historically 
J?OOr carmunication patterns between cottage life and rnanagerent levels. 
These feelings are also intensified by a perceiVed lack of caref>.I opp:>rtuni­
ties for these staff. 

It was also apparent that even though the management briefing had snphasized 
the fact that' there were excellent a::mm.mication patterns established within 
the school arong various disciplines and between staffing levels I that this 
was no-:' the case. Ccmnunication among the: managanent team members may be 
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TABIE #7 

AVERAGE DAILY roPUJATICN 

FOR CALENDAR YEAR 1980 

S'IONEWALL JACKSOO SCHOOL 
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TABLE #8 

EMPIDYEE SEPARATICNS 

7/1/79 - 3/1/81 

S'KNEWALL .m:KS<N SCHXJL 

Classification RACE SEX 
Title White Black Male Fena1e 'Total 

Clinical Chaplairi I 1 1 1 

MJNTH OOYS GIRIS romr.. 

January 114 22 136 

February 115 21 136 

March 113 18 131 

April 109 17 126 

May 109 21 130 

June 117 18 135 

July 106 17 123 
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Juvenile Evaluation 
Counselor 1 1 1 

Cottage Parent Sup:rvisor II 2 2 2 

Cottage Life Ccrunse10r 
Technician 5 10 9 6 '15 

Cottage Parent II 10 14 19 5 24 

Teacher 3 2 1 3 

General utility Worker 1 1 1 

Painter 5 4 1 5 

Food Service Assistant II 1 1 1 

August 109 18 127 

September 113 17 130 

O::tober 116 16 132 

lbvernber 114 17 131 

December 105 21 126 

Average Daily Population 112 19 131 
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Clerk IV 1 1 1 

Recreation Work0r 1 1 1 

Maintenance Mechanic 1 1 1 

Cook Supervisor 1 1 1 

Cook II 1 1 1 

TOl'AL 30 28 40 18 58 
'; , 
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d te however ccmnunication to· lCJV.ler staffing levels as well as 
a equa , , , Thi' 'd ed feedback fran line staff continues to be problenatic. s 1S eVl en,? 
by the consultants' conversations with l~ staff as, well ,~ observations 
of managenent line staff interaction during the on-'Slte V1Slt. 

PHYSICAL FN:.n.ITIES 

Stonewall Jackson School is the oldest DYS institution. Its first 
cottage was cx:mpleted in 1909., The school, has ,several old ~ee stc:>:r:y 
buildings, Sate of which are not ill use at this time and, ~ elther beirlg 
rehabilitated or scheduled for darolition. The last building to hE; constructed 
on the institutional grounds is the 4S-bed Holshouser cottage. This cottage 
was ccrnpleted in 1974 and provides individual roans, for ~gs~ers housed 
there. Currently, Holshouser cottage houses the OrlE>..ntation w:mg, the 
A'IW Program, and the Level IV male students. The other cottages ~ently 
in use are Cottage #17 which houses Level I males, Cottage tlO whidl houses 
Level II males, Cottage #4 which houses Level III males, and, Cot~g7 #5 
which houses all levels of females. At the time of the on-slte V1Slt, the 
population levels for the residential cottages were: 

Holshouser A-Wing Orientation 

Holshouser B-Wing A!JJfl Program 

Holshouser C-Wing Level IV 

cottage #17 

Cottage #10 

Cottage #4 

. Cottage #5 

14 males 

16 males 

16 males 

25 males 

23 males 

26 males 

19 females 

It is self-evident when examirring the older cottages rDil in use ~':lt the 
physical structure is highly inadequate in regard. to the supeTV1Slon 
needs of the youth currently housed at the Jackscm facility. The three 
level structures are typical of olo.er training schools ~ere ,the u~ . 
level is for dormitory-style sleeping, the middle level .Lor lelsure actlvl­
ties and the lower level for sh<::1Hering and storage of clothes and per~onal 
i tens. The rrost frequent ccrnplaint received fn,:m staf~ con~ed thelT 
inability to provide adequate supervision of children 1I1 this type of 
structure. Even with double <X1Verage, there are too, many roans and, too 
many levels to provide on-site observation of the children at all times: 
Therefore, it is easy for youngsters to attack one another and :rranentarlly 
remain lD1detected. 

In rottages wi th aggressive youngsters, the physical structure inc;:xeas~ 
the vulnerability of cottage life staff to assaults, by youth. ,This obvi0u.:>ly 
increases the frustration and tension that is experlenced by lille staff an::1 
also rontributes to ION staff rrorale. 
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During the on-site visit to the institution, all cottages and buildings 
appeared to be well-rnaintained and very clean. This is particularly striking 
considering the age of the buildings. The cafeteria and the kitchen area. 
which is canprised of t:v.u levels was also very orderly and very clean even 
Ouring the times when neals were being served. This facility also has a 
sefarate building which houses an infinnary and the clinic. The clinical 
facilities are unique to North Carolina DYS institutions which generally 
have limited space in their medical areas. The l::uilding and funds to 
operate it are provided through a restricted grant. Also housed in this 
clinical building are the staff psychologists. 

The building or area that seerred the rrost dilapidated at the tim: of the 
visit ~ the Ulllti'd'urpose Act:t.vity Center cMPAC).. This rouses tbe 
recreation department and the after-school recreation areas such as the 
canteen, pool table and ping pong table, and weight-lifting area. The 
recreation department had just recently rroved into that hrl.lding, so they 
~e in the process of gradually renovating and adapting it to their 
purposes. The grounds of the institution are very spacious. There are 
approximately 350 acres. The abrosphere is very much like that of a small 
college campus. However, the supervision of t[-.e campus is very difficult 
because of the exp:msiveness of the facility and the ~iad of buildings 
not in use. 

TREA'lMENT PRXiRAM 

As in all DYS facilities, the Mainstream Program fonns the foundation for 
the trea.trnent orientation towards youth. A unique aspect of the Jackson 
School program is that each cottage houses a separate level (except for the 
fenale oottage). Therefore, as a youngster progresses through the system, 
they physically IOCJVe fran one cottage to the next finally caning full circle 
back to Holshouser Cottage where the Level IV students are housed. TOO 
school has utilized this technique as 0pfX)sed to separating youngsters 
by scm: 9ther criteria such a'S age, size, or level of sophistication, because 
they feel that youngsters at various levels in the program have different 
supervision needs. This type- of classification also allows for a nore 
oonsistent aIJProach to youngsters in regards to :penalties,· privileges, 
and expectations of youth at various program levels. In sane ways it 
requires that the cottage life staff be nore alert to the interactions arTOng 
~th since all ages, sizes, and levels of sophistication "-UUld be represented 
In each cottage. On the other hand, it simplifies supervision requirements 
since all youth in the cottage \\Duld be eligible for the s~ privileges 
and acti vi ties and there ~ld be no need to dilute the level of rroni taring 
by having to have sane youth renain in the cottage while those who 
receive greater privileges could go outside to an activity. . " 
The girls cottage, however, functions in a different manner. Because of 
the number, of females that are housed in the facility, they are all placed .in 
one oottage. At the ~ of the on-site visit, there were 19 girls in 
residence and t:\\D of these were involved in .the IS-day orientation program. 
The orientation program for b::>ys exists in the Holshouser Cottage. New 
fanales are transported to that cottage on a daily basis for orientation 
and then returned to the girl'.s rottage in the evening. The girls' cottage 
sleeping area consists of one large Cbnnito:r:y style roan which has 20 beds. 
There are also 'b;o beds in a roan that can be used for tenp.:J:ta:r:y detention 

-
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and two beds in a roan that could be used for special privileges. It is 
the impression of sane staff that the feua.les do not relate to the level 
systan and the p:lint systan as well as males. One of the reasons for this 
is the fact· that there are very few fanales in the program and they are all 
housed in the sane cottage. 

The low nunber of female students is also a contril:Juting factor to what 
appears to be a lack of anphasis on and prcgrarrrning for girls - particularly 
in the vocational area. For exanple, there is a textile program which has 
strong camnmity support (fran cannon Mills) that provides training which 
could significantly shorten the industrial training process that a person 
YXJUld have to be involved in when being accepted for an entry level position 
in one of the local textile mills. This program is generally not open to 
females because of the "supervision prob1E!IlS" which exist in the vocational 
progrcmning area. A similar situation exists with b.~ print shop vocational 
program which prints all of the fODns used by the Division. Interestingly, 
girls are even discriminated against in terms of being considered for 
kitchen jobs in the main cafeteria. Staff prefer male help as opposed to 
female help, since it is their belief that males are easier to supervise. 
This is apparently S1.IfJIXlrted by tbe arlminiS\'::rat:Um, smce dur~ the consultants' 
visit to the institution there were no girls obsaved y,'Ol;:"king on the 
serving line or in the kitchen. 

As in other facilities, the key to the Mainstream Program is the "treatment 
team. " The team o::::msists of the cottage life staff, social v;orker, and a 
hcmeroan teacher supported by auxiliary infonnation fron the areas of 
psychology, nursing, and recreation. The teams for each level meet twice 
a week. Observation of one treatment team meeting by the consultants 
indicated a very poorly planned and unorganized agenda and Ireeting strategy. 
It was apparent that there was great need for staff training focusing on the 
needs of youth as well as staff. These same observations also indicated 
a great staff need for training and understanding of therapeutic considerations 
for youngsters .. 

For example, staff seemed to have confused perceptions about the role of the 
psychiatrist and the infonnation provided by this person. psychiatric 
infonnation was used inappropriately as back-up infonnation to support 
staff in their response to a youngster's behavior and to support their 
delay in rraking appropriate decisiorE aJ:out the youngster's progran. 
Similarly, analytic psychiatric descriptions of a youth's personality 
tend to be misused by staff in a program whose basic foundations rest on 
the application of behavior m::xlification theory. It is obvious that 
additional trdining is necessary regarding the awropriate ftmctioning 
of the treatment team, behavior m:x1ification prcgrarrrning and theory , and 
identification of special youth whose problems are not responded to by 
the Mainstream Program nodel. lvPre continuous program rroni toring of the 
treabnent team process is also necessary. 

Regarding behavioral control, staff cx:mplained about the lack of an IDP 
Unit. To CCIl'lp3I1Sate for this, they have developed a "Mini-KIW" Program 
that allows for youngsters wh::> have behavioral problems to be housed in 
B Wing of the Holshouser Cottage for longer periods of tine than that 
outlined in the KIW program (maximum 10 days). The mini-program attarpts 
to help youngsters gain enough points so that when they. leave they will 
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be at Level III in the Mainstream Program. There is a consensus 
~at . i~ the youngster is. a~ that level and therE"..iore has acquired a 
Slgru.~lcan~ ~~ of. prlvileges and can realize that oontinued appropriate 
1;>ehaVlor . Wl11 brmg him a return bane in the near future, that this in 
l tse~ WJ.ll be enough. to sustain and reinforce the behavior they are 
seeking. Youngsters In the NlW Wing oontinue to be involved in an 
ed'-~tional program and attend school at the scb:x>l OOilding during the 
m::>rnmgs. They are placed in a specific classrocm and teachers rotate 
through that ..:::lassrocm rather than children rotating through classes. 

In an at~ to provide additional activity and progrcmning for tl-v= 
~g~a;rs In A'lW ~ the cot~ge staff ~a:re been rather innovative in developing 
actiVlties. For lnStance, m one activity they have youngsters view the 
evening n~ and then individually report to staff ab:Jut the news stories 
they have Just heard and viewed. Interestingly, this simple exercise can 
have ~eral effects such as prcm:>ting appropriate television viewing, 
pn:rnotLTlg ~e :me of focused attention, praroting analytic and recall 
skills, while :unproving one t s ability to relate and cx:mmmicate ideas arrl 
events to others. Through discussions with the individual youth staff 
are able to clarify perceptions and help the youth see the significance 
of news events to himself and the cx::mmmi ty • 

Th7 Mini-MW Program and lITW Program at Jackson Schqo1 have sc:m= :r;ositives 
~hich are not evident in sane of the other institutions. The continuec1 
lllVolvenent o~ y:mth. in the educational program at the school is a definite 
plW;;' The bui~ding l-t;self also has its own gymnasiun which a11CMS for 
actlve recreation. Since the program is not an IDP Unit in the traditional 
sense ~ youngs~ do not ,tend to stay in it as long and therefore are rocwed 
back lnto the Mainstream Pl:ogram rrore efficiently. Although sane staff 
decry the loss of the IDP Unit, it is a decided advantage to the institution 
not to have that program. 

The Ori~tati0Z: Program· is also housed in the Holshouser Cottage. The 
progran lS deSlgned to be canpleted within 15 days at which time the youth 
are m::wed to ~e Level I Cottage, if they are OOys1or to the regular program 
of Cottage #5, if. they ~ g~~s. In addition to the testing that is 
a::mp1eted regarding the lndiVldtal education program, the individual treatment 
program, etc. the orientation period is used to "try and get the youngsters -
on the right. track. II Basi~ly staff are attempting to provide input to . 
youth that Wll1 curb potential misconduct that could result in the youngster 
<:?etting 0to difficulty in the program. Although a fair arrount of time is 
m:rol ved . m the assessment acti vi ties, it is also obvious that youth in the 
orlen~tlon p~ram have a. great deal of unstructured time which is basically 
used In wat<?hmg . telev7sion: 1vbre activities need to be developed for 
youngst:E:>.rs In the orlentatlon WlI1g. It is also possible for a yumgster 
to stay longer than 15 days if they are having sane difficulty in adjusting 
to the program. 

Interestingly,. the orientation cottage has its own point system. In this 
sys~, a one lS an excellent scdre while a five represents a terrible 
behavlOral problem. Yrnmgsters who get 12 points during a day are eligible 
for up ~ 24 ~s. of roan restriction. Although this point system acquaints 
youth Wlth the pomt concept" the structure of the program is exactly the 
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reverse of the Ma.mstream model. In that model, youth strive to get as many 
pomts as possible smce the higher pomt levels lead to movenent thrcugh 
the program and obta.inin;r of privileges. In the orientation unit, higher 
point levels leads to roan. restriction and pmislment. The point systen 
in tI:e orientation unit needs to l::e chan:Jed to more adequately reflect the 
Mainstream progr~. 

A cursory evaluation of student files, individual treatment plans and the 
individual education plans reveal no ranarkable problens. Consultants did 
have difficulty findi.r:g individual treatment plans in the youths' master 
files; hO\\eVer, staff indicated that this is due to tb:: fact that trey v;ere 
maintained in the snaller counselor files which are located in tre cottages. 
T.une was not available to examine its counselor files. It \\Ould sean 
appropriate; ho\\eVer, to have a copy of the individual treatment plan in 
the youth's master file as ~l as in the counselor files. Discussions 
with staff revealed a rn:nnl::er of areas in which they felt additional tra.ini.n:J 
vas needed. 

It was revealed that the staff perceived the youngsters caning into the 
institution at this point in time as being nore aggressive and delinquently 
oriented than they have had in the past. Therefore, there is a need to 
provide training for staff on how to deal with nore assertive and aggressive 
youth. Adddi tionall y, this school experiences frequent runs fran its campus. 
One hundred ana twenty-nine (129) incidents of running fran the school 
occurred in calendar :year 1980 (see Table #9). The ease with which one can 
engage in misbehavior is certainly facilitated by the physical structure and 
nature of the campus. However, it is also obvious that staff need additional 
training and skills that would help them understand and identify transient 
situations in youth undergoing personal stress which \\UUld make them 
susceptible to running away. It was also pointed out that this facility 
serves three of the largest a:mnitting camn.mities in the State. These 
semi -metropolitan areas and the special problems presented by youngsters 
carrnitted fran than require staff that can resp:md to these sophisti-
cated youth as well as rreet the needs of youth ~g fran the nore rural 
areas. 

STRENGI'HS AND WEAK!:'lliSSES OF PR03RJIM 

The consultants that visited the campus of Sd:mewall Jackson School made the 
following observations concern:i.ng the strengths and weaknesses of the program. 

Strengths: 

o The e.nergy level and concern of top administrative officials on 
identifying problem areas and attempting to cope with them; 

o Tne apparent strong and pervasive involvanent of the school with 
the ccmnuni ty,. as exhibited by sane of their vocational programs, 
their use of cc:mnunity recreation facilities, the frequent contact 
of administrative staff with ccrnnunity organizations, support of 
sane school programs by ccrmrunity businesses, and the staffing 
schedule which is responsive to tle needs of families in which both 
sp:>uses are anp1ayed (i.e., one at the mill and one at the school) 
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'lbtal M 

Januru:y 12 12 

February 10 9 
~ 

March 8 8 

April 12 8 

Ma. Y 17 16 

June 8 7 

J Uly 10 8 

Augus t 12 8 

Se pt:errber 18 15 

ber 12 12 

11 6 

De cernber 9 7 

'roI'AL 139 116 
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TABLE #9 

ArnISSIOOS AND RELFASES 

FOR CALENDAR YEAR 1980 

STONEWALL JACKSON SCHOOL 

AJ:MISSIONS RELFASES 

New Cond. Condi- Runaways 
.Re1ease tiona1 

F B w 0 Rev. Discharge ReI. Ha'!e Schex>l 

0 3 9 0 2 16 4 0 11 

1 3 6 1 0 11 7 2 10 

0 2 6 0 1 7 9 2 12 

4 6 6 0 2 8 5 1 4 

1 6 11 0 6 11 8 1 3 

1 3 5 0 2 18 9 2 10 

2 4 6 0 5 11 1 0 18 

4 6 6 0 3 13 6 7 9 

3 7 10 1 7 11 3 3 13 

0 7 5 0 5 19 19 1 9 

5 7 4 0 2 8 6 0 23 

2 2 4 -- 2 9 4 2 7 .:> 

23 56 78 5 37 142 81 21 129 
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so that there is an OfPOrtunity to have the family together on 
sane weekends i 

o The staff of the A'IW Program seemed to be attanpting to be resp)nsi ve 
to the needs of the youth in that program am are innovative in meeting 
these needs; 

o fIre Cha,p1aJn C\t JC\ckson ~ a strOl'K;j a,nd ;i.rmqvaUve program under way 
that includes peer counse1in;1 g-roups, ~ht~lifti.n;J classes, and use 
of caununity voJ,unteers ;in cm\pus activit:res" 

o Continued:invol verent of youngsters in the A'IW Program in an 
educational program that is located in the school building; 

o A highly adequate, medical in£innary build.inJ; 

o A well-staffed and equipped kitchen: arrl, 

o A social 'WOrk staff which is required to schedule at least one 
evening a week on campus as well as be available on a rotating 
basis during Sunday visitation. 

Weaknesses: 

o The old, dilapidated nature of several of the blildings which are 
unused and standing empty; 

o The sprawling nature of the campus makes it very difficult to 
supervise and rromtor i 

o The physical structure of the ,older CX?ttages, requj.r~ superv~sion 
of three levels sleeping youngsters 111 a large dornu tory setting 
with up to 25 ~ds in one rcx:m (with virtually no privacy 
for the youth and a very dangerous superviSOIY task for the 
counselors and oottage parents); 

o Psychological staff are mainly involved i.n assessnent activities 
and use very few of their talents and educational skills to , 
provide individual and/or group ~erapy, and tr~ for ~. 
staff in understanding psychologlcal problans, behavl0r rcodifl­
cation techniques, and group dynamics; 
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o The structure of the due process and appeal rights of yrnmgsters 
charged with infractions is weak. For instance, the right to 
aH?6al notice is given to a youngster' .inmediately after the 
incident is written up and youth tend to smrnarily reject this 
right to appeal, 

o Although nurses are on call 24 00urs a day, seven days a .,i?week, the 
scheduling of the three R. 1'1.' s seems to be focused on a very narrow 
time slot during M:mday to Friday day shifts; 

o Lack of vocational prograran.jng far female students is :cesul ting in 
no fatales participating in sane of the vocational programs or 
kitchen assignrrents at the tline of the consultant's visit; 

o Lack of security screens on the third level of the older cottages; 

o No c:npies of the individual treatment plan in the youth's master 
files; 

o IJ:M staff IOC>rale in the cottage life area, particularly at ~ line 
level; and, 

o Lack of training far staff in deal i ng with IIDre belligerent, 
aggressive kids. Also lack of training in operation of the 
treatment teams and the philosophy and implementation of the 
behavior ITDdificatian nodel enbodied in the Mainstream Program. 

~TICNS 

1. There is a need for increased vocational opp:>rt\mities arrl 
experiences for fanale students. This includes being able to 

, participate in the textile program; the print;i.ng program, arxl 
campus jobs such as the C?feteria and kitchen. 

2. There should be a .re-asses.sm=nt of the nunber and type of manage­
ment staff rreetings to detennine if there are areas of redundancy, 
and if in fact the proper persormel are being involved in the 
appropriate management meetings and if these meetings contribute 
or detract fran the flow of camrunicatian roth fran line staff to 
administration as well as fran administration to line staff. There 
needs to be developed arrong line staff a greater feeling of 
participation in p)licy and procedure developnent. Line staff 
express feelings of isolation fran,and non-support by, adrninistra­
ti ve staff. It is inClI11bent ufX)n middle rnanagem:mt and adninistra­
tive leadership to o:mnunicate an understanding of the problems 
faced by line staff, while presenting a united front regarding 
the p)licy and philosophy of the school. 

3. The p)int system of the Orientation Program should l::e IOOdified 
to nore adequately reflect the :p:>int system of the Mainstream 
Program. 
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4. The establishment of a :pJsition for a full-time volunteer 
cnordinator should be a priority. 

5. The Covel-age by the three R. N. I s should be expanded to inclooe at 
least one person on duty at all times when the youngsters are awake 
and. involved in programs. This ~d include weekend coverage 
which ~uld have the added advantage of a nurse being available 
during Sunday visitation to ronsul t with families regarding rredical 
problens and concerns for their children. 

6. The ronsu1 tant noted during" the managanent briefing that there were 
only ~ black adninistrators included and both of than basically had 
management responsibility for cottage life areas. A roncertecl effort 
should be made to prarote rrore qualified, minority personnel into 
the top administration of :tb: school. 

7. The use of 24 hours of isolation in the orientation unit if 
a youngster attains 12 or Irore points in one day violates the 
guidelines set forth in the Division Policy Manual and should be 
msoontinued. 

8. Staff training should inCllXJe. procedures D;11 bandlir:g aggressive .. 
and assertive ~uth. Prevention Intervention Technique (PIT) tral.Ill.D3" 
shou.ld l:e reqmred of all staff. 

9. A security/camnmication systan slDuld l:e installed for 3-story 
l:uild.in:r s . 
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SAMARKll:.ND MANOR SCHOOL 

'!he Samarkand .Manor School is located in Eagle Springs on a 430 acre 
tract of land. '!he school serveR a l4.-county area located in the east 
central part of North ~1;Q:lp,. Sclna'r.'kand first opened its 
doors in 1918 and therefore is the second oldest facility currently being 
operated by the Division of Youth Services. '!he institution is rated as 
having a rrax.i.Irn.Jm workable population of 155 (125 males am 30 fem3.les). 
During calerrlar year 1980, the facility operated at an average daily 
population of 165 (142 boys and 23 girls). 'Iherefore, it has been 
operating at a FQint sare;..i1at aOOve its ideal population level. '!he 
rnaximum rated FQpulatian based on bed space for the facility is 190 with 
roan available for 150 males and 40 females. 

Staffing for the sch<x:>l is provided by 153 full-tiIre staff (as of March 1, 
1981). Staffing turnover for thi.s facility does not seen to be quite as 
great as it is for sana of the DYS institutions. For instance, during 
fiscal year 1980, 34 staff left the errployrrent of the school (or approxi­
mately a 22% rate of turnover if 153 staff is the average staffing canple­
rrent) • So far during tiscal 181, 19 staff have left the school for a 
turnover rate of about 12.5%. As with other facilities, the greatest 
turnover appears to be in the cottage life area. Eighteen staff that were 
either counselor technicians or cottage parents have left the facility 
since July 1, 1979. At the tiIre of the an-site visit, there ~ two 
vacant FQsitions for cottage parents. 

In the past Samarkand has experienced a very stable staff canplerrent. 
Even naN, approxirrately 25% of the staff have been with the Division for 
15 years or nore. Even though the turnover rate may not be as high as 
sene of the other DYS facilities, they have been experiencing sate 
increase over the past year or two. 

'!he institution is making a concerted effort to provide double coverage 
in the cottage life areas at all t:iIres. IJc:Mever, even with a full cottage 
life staff carplement, this does not Sef'.In to be a practical reality. For 
instance, in lbrden Cottage or Frye Cottage there may be staff ooverage 
of one staff per wing, hCMeveJf because of the physical constJ::uction of the 
a:>ttage (the wings are in essence a separate unit) it is very much like 
having single coverage. These oottages may have a roving supervisor 
spending part of the tine in each wing thereby giving coverage in each 
area by one and one-half staff nembers. 

PHYSICAL FACJLITIES 

Sarrarkand Manor sits on a large expanse of land, but is rather canpact in 
its arrangerrent of cottages and program facilities. Even though it is the 
second oldest facility currently being operated by the Di visian of Youth 
Servires, a number of newer and nodern buildings have been constructed in 
recent; years. '!his places it in stark contrast to a facility such as the 
Stonewall Jackson School which still has many of its old, three-story 
oottages. 
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TABLE #11 

EMPIDYEE SEPARATIOOS r 
! 

I 1, 7/1/79 - 3/1/81 

I 
SAMARKAND MANOR I 
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TABLE #10 
• 

! Classification RACE SEX 
f Title Wni'te Black I-Ble Female Total 

IDNI'H OOYS GIRLS 'lOTAL 

I ! 

j L Pl:ograrn Services Coordinator 1 1 1 
L 

I 
I Clerk ~lPist III 3 2 5 5 j 

! 
I 

k Stock Clerk II 1 1 1 I 

! 
I 
1 

I I Juvenile Evaluation Counselor 1 1 1 1 /, 

I I 
f Psychanetrist J; 

AVERAGE DAlLY POPUlATIOO 

FOR CALENDAR YWffi 1980 

January 140 28 168 t O:>ttage Parent Supervisor II 1 1 1 1 2 
j 

February 150 25 175 ! Cottage Parent II 6 4 5 5 ·10 t 
March 155 26 181 

f 
I Speech & Language Pathologist I 1 1 1 
I 
\ 

April 155 25 180 

May 150 26 176 

June 151 26 177 

July 153 26 179 

I Practical Nurse I 1 1 1 
t 

Psychological Assistant L 1 1 1 
\, 

Cottage Life Counselor 

r Technician 3 5 5 3 8 

1; Principal Youth Services 1 1 1 
August 146 22 168 

September 131 18 149 

Octorer 128 17 145 

N:Jvanber 119 19 138 

t. Teacher 6 2 3 5 8 
t' 
~! 
I, Education Program Specialist 1 1 1 .' '.1 
I' 

r 
I; 

Educational DevelQprental 
Aide Il 1 1 1 

H 

December 128 23 151 

Average Daily Population 142 23 165 

.::=-::-.......... 

Ii Maintenance Mechanic II 1 1 2 2 

t1 Cook II 4 4 4 
h 
li Cook 1 1 1 

I Clerk Typist III 1 1 1 
., 
Ii Vocational Agricultural Teacher 1 1 /t J1 1 
U 

l~ " I' Social ':~-k:>rker II " '.\ t; 1 l' 1 It f ;,l .1 

tl " 
I · n 'lUl'AL 32 20 20 .32 52 !i 

:01 

I IH .~:~~ 

,·'.i 

I " ,. ~:.~ 
, 'I 

I- '~ 
f<"t.~~ ~ 
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In general, the cottages are constructed in such a mmner as to be a 
self-contained unit each having its CMl1 kitchen and dininq facilities 
and separate neating plant. Each cottage has several 0n.e~son 
roans and a "p::>rch area" that may have six to ten beds for youth living 
in a donni tory style arrangerrent. 

At the tine of the on-site visit, all of the living areas ~ excep­
tionally clean. M::>st appeared to be in good physical cxmdition and well 
maintained. Nordan Cottage, which houses Level I male youth, did shcM 
signs of tlwear" and was ill fOOrer physical condition than its sister 
cottage, Frye, which houses female youth. 

Gardner Hall, which houses the recreation program on its first level and 
the sfeCial Title XX funded "residential therapeutic program" on the 
second level, is the only cottage on campus which does not have an 
operating kitchen and dining facilities. '!he youth in the therapeutic 
program eat in Carroll Hall which houses the ATfl Porgram. '!be fact that 
the t..1-}erapeutic program is hause:l. in this building is interesting since 
the program itself is designed to be a self-contained program for ~ 
enotionally disturl:ed with rrost or all activities occurring in the 
cotta3'e. Yet, it is housed in the only cottage which does not have the 
ability to flIDction as a self-contained unit. This building is one of 
the olde.r builclings on campus. It is of frarre construction and is not 
in as gcx:Xi repair as other buildings an carrpus. It would seem that it 
would be nore appropriate to house the therapeutic program in another 
cottage area, since the building had been redesigned to accept the recrea­
tional program which is housed on the first level. 

Carroll Hall, at the tine of the an-site visit, was undergoing sane 
repairs in the NWl unit. Specifically, new tile flcx:>ring was being 
laid. This cottage of brick construction also houses the infinnary. 
One of the unique aspects of this building is the fact that it is heated 
by under-the-floor heating and it is exceptionally hot. The heat is very 
difficult to control and the consultants received ccrnplaints fran the 
YOlmgsters ..... 110 had been housed in the A'IJ1l wing about the excessive heat 
in the building. 'Ihe infinnary ccrnprises approximately half of the 
building. 'lhe.re are several rcx:ms for holding youth who are sick al t.l"x>ugh 
for the nost part, if the yOlIDgSter is not contagious, s/he will be 
tenporarily housed in the infinnaJ:y during the daytine for supervision 
purposes and· then returned back "to their cottage in the evening. If a 
youngster requires housing full-time in the infimary, there is a roan 
that can be used by the nursing staff for 24 hour supervision. There 
are also two roans in the infinnary that can be used for "overflOW'" fran 
the AW Unit. This seems to be an unusual arrangerrent. ~.~ision of 
these youth is provided by the regular staff fran AW. Because of the 
excessive heat in the building it does not appear to be the nost healthful 
environrrent for youngsters experiencing acute illnesses. 

The operation of the Mainstream Program at Samarkand Manor is oriented 
along the lines of housing youth Ci1 separate levels. in separate cottages. 
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Contrary to the program operation at a facility such as Stonewall Jackson 
Sdxx>l, there exists a high degree of flexibility regarding the decision 
whether to nove a youngster fran one cottage to anotJJer sirrply because there 
is a level change (this is particularly true when a youngster may lose 
p::>ints and drop a level). N:>rdan, which houses Level I males, seems to be 
the "purest" cottage. '!herefore, the actual operation of this program 
occupies the middle ground of a pure cottage level !,>ystem as exhibited by 
Stonewall Jackson School as opposed to a facility such as at the Juvenile 
Evaluation Center which has all levels housed in one cottage area. It 
could be interpreted that t'.he Samarkand program alicws for greater fiexi­
bility a:l."ound individual decision-making for "sore" youth. 

'!he treatrrent teams at Sarnarkand neet daily fran 2:30 through 4:00 in the 
afternoon. '!hey are carprised of the social worker, teacher liaison fran 
the school, cottage life staff, and recreation staff. (The treatrIEnt teams 
do not neet an Wednesday, but the tine is used for large group meetings.) 
Based on the observation of the con..sultants, these treat:rrent teams were 
IlUlch nore organized than those observed at sore of the other schools. It 
was observed that the treatrrent teams had a prepared agenda. M:!rri:ers 
attending the neeting brought with them current and appropriate in,formation. 
All staff participated. All staff knew which youngsters were going to be 
reviewed and major issues concerning those youth. 'Ihere was a concerted 
effort made ·to have the youth involved actively in the discussion, and 
staff handled traumatic issues with YOlIDgsrers in a sensitive manner. 

'!he functioning Of the treatrrEnt teams seem:rl to have facilitated the 
level of camnmication between at least the cottage life staff and the 
social work staff. Several individuals indicated that there is no 
carmunication breakdCMIl between these two operational levels. Social 
work staff are nCM scheduled to work at least one night per week and 
are an duty on a rotating basis every sixth Sunday. CX:::casionally they 
will Cltt:enpt. to care to the school on Saturdays in order to be able to neet 
with 't.he consulting psychiatrist arOLmd special needs of specified YOlIDgSters. 
'lhe social work staff is also resp:msible for daily visits ,to A'lW when ar;e 
of their cases is housed in that unit. This helps to assess the appropr~ate 
tirre for the youth to return back to the Mainstream Program as well as keep 
t.he treatJJen.t team inforrred of the youngster's progress. 

In general, people interviewed seared to be satisfied with the Mainstream 
Program concept. It seems to have facilitatedc:c:mrumications arrl better 
relationships between at least two levels of staff, thosP being the social 
work staff and the cottage life area. There was concern that there needed. 
to be sc:m: changes regarding the program and level IV youth. Apparently 
the average length of stay for youngsters on level IV is fran four to six 
weeJr.s. The youth are no longer on the point system but simply have to 
adhere to the code of conduct. Due to the length of stay at this level, 
it is fairly easy for a violation to occur that \o.UUld drop a youngster 
fran the fourth level to either the third or the second level, thereby 
requiring a considerable anDlIDt of tine working themselves back to a pre­
release status. 'n1ere is currently a group studying the Mainstream Program 
and the level system that will be making recomrendations for changes. 

-
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Another area that needs to be addressed is the appeals p~ss for youngsters 
regarding infractions. A newly structured appeals process will be included 
in the schaJl' s revision of the Mainstream Program. 

Sarrarkand Manor q:erates btu types of A'IW Programs. '!here is the regular 
assignment to wing as described in the Division I s policy rranual ~C1"1 allows 
for YOlmgsters to be held terrporarily fran five to ten days. In addition to 
this, ~ school devised a long-te.nn NIW ~l ~cm which takes the place of 
their farner IDP Unit. In the L1\'IW Program, the shortest pericd of tine 
youngsters can work their way out is 22 days. 'Ihe system is oriented like 
a rn:xlified point system with a maximum of 20 pJints l:::eing earned daily for 
behavior and attitude in the wing. If a youngster is transferred to the 
J.AW Program and is on Level I, s/he needs to earn 500 points in order to 
be released. vmen they are within 100 points of release, they are retun1ed 
to a regular school program on a daily basis fran the unit. If a yOlmgSter 
cx:m:=s into the lA'IW Program on Level II, slbe needs to eanl 800 points before 
release. 'lhey are eligible to begin attending school on a daily basis when 
they are within 200 pJints of that arrount. 

'lhe wing which houses the A'lW and the lA'IW Programs has 13 "single" roans 
(one of these roans has three beds in it). It, b:x:), has a porch area which 
has 12 beds on it. .At the t.ine of the on-site visit, there were four young­
sters sleeping in the porch area. Loth girls and boys are housed in ti'..l.S 
~;rogram with the girls occupying roa:ns in the front section of the wing. 
The single rcx:ms hare the capability of being locked but they are a~ently 
left open at night since there are no toilet facilities in the roan. If 
they are locked, they nn.lSt be observed on a l5-minute basis by the cottage 
counselor or cottage parent. Recreation for the A'IW stooents is held in 
the cottage on a daily basis for one hour each day. . Recreatic:n staff are 
in charge of that sessiono At the t.llre of the on-site visit, there w~ 
eight youngsters in the lA'IW Program. 'lhe longest had been there for 34 
days. The maximum stay for a youngster in the lA'IW PrOgram is 50 days, 
according to the director of that program. 

carroll Hall and the unit that houses the A'IW Program is a very austere 
building. There is very little roan for program space. Recreation must 
take place in the dining rocm area. It is a confining building that offers 
very li,ttle opportunity for rroverrent by the students. '!here go not appear 
to be many programred acti vi ties with the exception of the recreation pericd 
and school, during the rrorning, provided by a teacher assigned to, the unit. 

It is the consultants' observation that this would be a very difficult unit 
to sUp3rvise considering the frustration youth must experience because of 
lack of programning, limited noverrent, and austere sur.roundin9s. For the 
evening shift this is further carplicated by the fact that you have youngsters 
sleeping donnitor.rstyle on the "pJrch" in addition to those bJused in the 
single roans. This is not good practice particularly since these are-r 
theoretically, the rrore aggressive, difficult-to-handle youngsters in the 
institution 0 

Psychological services for the school are provided by one psychologist wh::> 
is on the staff full-timeo The majority of this person I s tine is involved 
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in the asseSSI'T\2I1t prcx:;ess and since there is only one individual doing the 
psychological testing, this can cause a slow-dCMn in rroverrent of youngsters 
out of orientation if there is a sooden influx of new admissions. Intake 
into this school seems to average seven or eight youngsters every other 
week. During cale.rx1ar year 1980, there were 200 new admissicns and 35 
revocations of conditional release youngsters. (See Table 4t12~) nris is 
too much work for one psychologist. 'IWo ye.;rrs ago, there were three 
psychologists on staff, btu of them full-tirre and one working three days 
a ~. 

The facility currently has nursing coverage fran 7:00 a.m. to 10:00 p.m. 
five days a week and 8:00 a.m. to 4:00 p.m. coverage on the weekend. '!here 
are three full-titre registered nurses and one L.P.N. (who is currently out 
on maternity leave). This type of nursing coverage is preferable for the 
Division. It allo,.;s the nurses to personally dispense all rredication. 
In addition, one of the nurses is on call at all times. 

'lhere is a doctor on contract that provides all physical examinations. 
'!his person CClTES t.o the institution on Tuesday rrornings an4 at the same 
t.ine sees th::>se youth having physical carplaints or acute· illnesses. 'lbere 
are three other contracted doctors who are utilized for care of youngsters 
experiencing acute illnesses. Like other facilities in DYS, there is no 
dentist for the school. Dental services are on a cont.ractual basis. Initial 
screening of needed dental work is done by the doctor and/or the nurse. An 
atterrpt is made to take care of major cavities or any problems that are 
causing a youngster pain. Interestingly, Doctor Satterfield, a DHR consultant, 
did a survey at the school approximately one year ago and estimated the cost 
of needed dental care to be $54,000. It is dJvious that many of the youth 
in DYS have severe and chronic dental problans that need attention. It 
srould also be noted that the school water system is not treated with flouride. 
as is the camnmity water system. The nursing staff att.enpts to c::c:uq;:ensate 
for this by the administration of a flouride mouthwash upon admission to the 
school. A question should be raised as to the adequacy of contractual dental 
care to rreet the youths dental needs. 

Sarnarkand Manor has four individual!: staffing its recreation program. Three 
of these individuals have received fornal training in physical education and 
recreation while the fourth has four years of experience in the recreation 
field. The consultants were irrpressed with the quality of the recreation 
program and its organization. 'lhere is a special emphasis on off-carrpus 
activities for level N youngsters. There is also intrarmrral and sate 
canrnunity involvement for all of the youngsters on carrpus. A ffM exarrples 
of the kinds of recreational activities that they offer include .Boy $routs, 
Girl Scouts, Red Cross life-saving certificate program, jogging program, 
swirnning, Nypum Program (mini-bikes) which is closely tied to the county 
Nypum Program, school cook-outs, dances, and scx::ial events. 'rl:ey also 
operate a special program called "Project Adventure. " 'Ibis program is 
basically a rope course which prarotes cooperation and trust. It can take 
up to 12 students each session and there are four weeks per session that 
rreet thre~ days per week. '!he coursE? is set up in a WCXJded area behind 
the school. Each youngster at the school has planned and organized recreation 
at least two hours each day. '!here are btu recreation workers on duty on 
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TABLE #12 

ArMrSSICNS AND RELEASES 

FOR CALENDAR YEAR 1980 

SAMARKAND MANOR 

AtMISSIONS RELEASES 

MJNIHS 

New Cond. Condi-
Release tional 

'Ibtal M F B W 0 Rev. Discharge ReI. 

January 19 17 2 8 8 ? 3 24 9 ..J 

February 22 18 4 15 4 3 7 18 .' 8 

March 20 15 5 11 8 1 4 14 15 

April 18 15 3 8 9 1 3 20 19 

May 20 18 2 6 10 4 3 22 13 

June 12 10 2 3 8 1 3 21 18 

July 11 10 1 8 3 0 3 19 5 

August 9 9 0 5 . 3 1 3 25 13 

September 8 7 1 6 2 0 0 22 10 

Q:;tober 18 13 5 12 6 0 1 19 17 

N:Jvember 19 12 7 9 7 3 0 16 9 

December 24 22 2 14 9 1 5 9 10 

TOrAL 200 166 34 105 77 18 35 229 146 

, 

n 

Runaways 

lk:ma School 

1 19 

0 15 

3 22 

1 15 

3 24 

1 19 

4 27 

1 16 

2 15 

1 11 

2 4 

1 3 

20 190 

I 
II 

i 
! J 
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Saturdays and Sundays. The recreation depart::m:mt also organizes staff 
activities such as basketball, volleyball, arrl softball tournanents. nus 
organization also incltrle$ staff/youngster cooperative and ccrrpetitive 
activities. 

Also operating on carrpus is a special Title XX ftmded program entitled the 
"Residential Therapeutic Program. 11 It is a behavior rrodification program 
with a token econany that operates on a 24-rour a day basis. Individual 
oontracts are also developed for each youth. '1llere are five levels. '!he 
program can be c:crrp1eted wi thin a m:inimum of six 'Weeks but the average 
length of stay is fran four to six m::mths. Far the past two years, the 
{X)pulation for the program has CCI're fran all five training schcx:>ls. '!he 
program was originally defined to serve arotionally disturbed kids. EnD­
tionally disturbed is defined as a yOlIDgster that can only function in a 
small setting; lacking impulse oontro1j and having very littL~ c:x:mtrol over 
his/her behavior. 'Ihe initial referral to the program is through the schoo1-
based carmi ttee in order to establish exceptionality. 'Ihe school files 
for a Title XX acceptance through individual determination. The diagnostic 
t:ackage is then sent to the psychiatrist for certification of enotional 
disturbance. fue team fran the program travels to the referring ca:rrpus for 
sta£fing purfX)ses. The child can be tentatively accepted but must wait for 
certification prior to ITOvenent. 'lhe program is self-contained except for 
that {X)int in tirre when the youngster reaches level III at which tirre the . 
youth is involved in the regular school prQC].l;am for three hours per day. 
'Ihe psychiatrist on contract sees all the students via a group process apd 
some students in. individual sessions. 

It was the consultantS' observation that the greatest limitation to this 
};articular program was the lack of follow-up when the YO'lmgster leaves the 
program arrl the lack of a structured evaluation canponent. 'lhi.s is one of 
the very few programs wi thin the state that treats errotional1y disturbed 
youth. The staff has a very good grasp on how to administer and organize 
a program for this {X)pulation. There is a high level of errpa.thy and ooncern 
for their youth. 'Ihe program has also experienced a very stable staff 
carp1ement Sirlce its inception. 

'Ihe educational program at Samarkand Manor operates up to the ninth grade 
level. 'lhere is no' high-school program and youngst.ers who have attained 
that level of achieverrent go into a Gill Program if they are age 15.6 or over. 

Approximately one-third of the teaching sta£f have their naster I s degrees. 
All other teachers either have or q.re in the process of being certified for 
an area of exceptionality. At the current time, the school does not have an 
in-school suspension program. '!hey utilize detention to get youth out of 
school if they are experiencing sore problem with hinVher. '!here is no 
oounselor for the school and they currently do not have a speech pathologist. 
A1 though the Mainstream Program seems to have inproved the camu.m.ication 
between social \o.Qrk staff and cottage staff, this does not sean to be the 
case regarding teachers. '!he teaching staff feel isolated and the rest of 
the treabnent team staff feel a great lack of ccmmmication with the sclDol. 
'Ihis, in turn, has bred sorre distrust and l-x:>stility ~t .. ween these groups. 

, ~n though the school has assigned liaison teachers to the treat::ITent teams 
this apparently has not adequately facilitated the ccmnunication process. 

-~. 
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Teachers are not assigned to students m a specified cottage, therefore, 
they have very little contact with the cottage parents or the cottage social 
worker. Because of this, teachers feel that they have "little involverrent 
m the total treabTent program" for the youngster. 

The C01sultants received the irrpression tha,t the majority of teaching staff 
had been with the Division or the schcol for lengthy periods of t.ine. As, . 
a group, they seem to be the rrost. p:>litiC';:llJy active l::ody on campus and mthin 
the Division, and yoca,lly nE?ga;t:Lye cU:out conditions or problans.. The.yalSJ ~e 
politically active with legislators rega.rdin:3" proposals to close tba scrool. 
(The unrest among teachi.n;] staff at Sc!narkand was not as severe as tlE.t obE-erved 
at the Dillon Sclxx:>l.) 
A strength of the school is the wide range and diversi::,y o~ their ~ili~nal 
programs. Just a few of the programs they have operating lllclude, ·tailormg, 
sewing, upholstery, shoe shop and repair, ~l en~ine repair, br~ck ma.r:;anry, 
arrl vocational agricul tureo '!his range and di vers~ty of programs are tl'e rrost 
o:::nprehensive m the DYS system. 

STRENGTHS AND WEAKNESSES OF PRCGRAM 

Strengths: 

o In general, the consultants observed that the staff of the schcx:>l 
understood the M3.mstream Program as it operates at Samarkarrl and 
are able to operate in such a manner that the kids understand, 
participatE7 and feel canfortable with the program, 

o The food service operatmg out of each individual cottage provides 
for a higher quality of food preparation and presentation. II: 
general, youngsters were satisfied with the quality and quantity 
of the food; 

o The Orientation Program at Samarkand Manor operates efficiently and 
effectively and there seems to, be good rormu.mication between staff 
and youngsters; 

o The Recreation Program was ~ll-organized, has a great variety of 
programs to offer, and is strongly involved with the treat:rrent teams F 

o The carrpus buildings were well.-rnamtamed and in generally good 
repair. All of the facilities were exceptionally clean. For the 
rrost part youth seaned ta take pride in their livin;J. cparters" The 
organization an::l layout of the canpus seems appropr~ate for easy 
supervision ; 

o The administration of the school is aware of the problems which 
exist on campus and is honest ar,ii open about these issues; 

o The :&lucational Program has a wide variety arrl diversity of vocational 
training programs; 

- ---- - -----
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o The treatrrent teams, particularly the social w:::>rk staff and the 
rottage life staff, are functioning ~ll and the level of ccmm.mi­
catioo 'between these areas has greatly litproved; 

o 'lhe hours of nursmg coverage are excellent; and, 

o 'lhe Title XX Residential Therapeutic Program. 

W:!aknesses : 

o Camnmication between the school and the treatment teams is IXXll': 
o Youth often are pulled out of school for minor administrative reasons. 
o Crnmmication between the psychiatrist arrl all other treabTent teams 

with the exception of the Title XX Program, is in need of improverrent; 

o Ccmmmication between the admilustrative staff of Samarkand and the 
State Division office needs inprovercent; 

o The whole schcol program seems to be isolated fran the rest of t.he 
trea'brent program; 

o Yout.h in A'IW do not atte.rrl school (unless they are in the long-term 
A'lW Program and reach a ce....rtain point level); 

o There is little involverrent. with the families; 

o There currently is not an adequate appeal process for youth charged 
with infractions; 

o Heating system in Carroll Hall (and perhaps sate of the other buildings); 

o Lack of a flouride system in the water; 

o Lack of activities in the lA'lW and A'lW Programs; and, 

o Lack of space for rrovem:=mt and recreation in the lA'lW and KIW Programs. 

REXX)MMEN1)ATIONS 

1. There needs to be greater involverrent of the teachers with the 
treatrrent teams and the treabtent process. Sc:me system needs to 
be devised that assigns teachers to specific YO\ID:J people 1 

and which insures that that teacher will be at treatrrent 
teaIn· rreetmgs when that youngster I S case is being reviewed. 

2. Additional psychological staff need to be hired. 

3. A review of the nethocf and adequacy of dental services should be 
carv1eted• 

'---.. 
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WBBS SOKX)L 

The Dobbs Scl1col first opened in 1944. Located in Kinston, N.C., 
it serves the entire eastern section of the state and receives youngsters 
fran 40 co.mties. D:::IDbs Sch:x::>l has a rated max.inuJm workable population of 
106 (90 males and 16 females). At the time of the on-site visit, Dobbs was 
housing 101 males and 13 females far a total population of 114. Alth:mgh 
this is above their maximum workable population, it is below the average 
daily p:Jpulation of the facility for the calendar year 1980. During that 
year, the facility generally held 123 youth (109 males and 14 females). 
It is interesting to note that the figure is aOOve the school's new absolute 
maxim.nn fOpulation based on bed space, which is 122 (102 males and 20 ferrales). 
(See Table #13.) 

As of March 1, 1981 there were 114 staff employed at the school. Since 
July of 1980 there have been 11 employees leave the ernployrrent of the school 
for a 9.6% turnover rate this year. During fiscal year 1980, 19 employees 
left the facility. If the average number of staff at that time was also 
114, then the turnover rate for fiscal year 1980 would be nearly 17%. 'Ibis 
is the lowest turnover rate of all the DYS facilities. Ho.vever, as with 
other institutions I the rate of turnover is highest for the cottage life 
staff. since July 1, 1979, 17 individuals that were either Cottage Parent II's 
or Counselor Technicians have left the school. (See Table #14.) With the 
p:Jssible exception of the school, all other areas of the facility seem to 
be in need of additional staff particularly cottage life. Scheduling for 
double coverage In all the units on appropriate shifts often times is diffi­
cult particularly when there is staff leave or illness. ~ days a week 
during the day shi.ft the Assignrrent to Wing Program only has single coverage. 
Reed Cottage, which houses orientation and older boys, occasionally for the 
evening shifts shares a sUferVisor between the two units giving them coverage 
by one and one-half people. 

PHYSICAL FACILITIES 

With the exception of the chapel (which may be the best facility of its klnd 
at any state institution), one receives the distinct irrpres~ion ,Nhen touring 
the school that the quality of the construction of the buildings is not on 
the sarre level as it is in sorre other facilities (i.e., Samarkand f.1anor or 
JEC). Certainly the cottages were very clean at the time of the on-site 
visi t and generally well-maintained, yet there seerred to be areas in all of 
the donni tories that had begun to deteriorate. 'lhere was also a noticeable 
lack of fmnishings in the cottage areas even though sc::rre of the units had 
recently received new upholstered wocrlen furniture. (As at all of the 
facilities, the vinyl furniture had oeen virtually destroyed.) 

A few examples of the above include the fact that t,;hree of the hot water 
faucets in the orientation w>-ng were not operating. In the left wing of the 
sane building, the toilet paper dispensers in the bathroc:rn area were for the 
rrost part missing. In Kelsey Cottage rrost of the beds were in poor shape 
and there was a dearth of furnishings. The girl~ unit has coped with this 
situation by consolidating rruch of the finer quali t:y furniture into their 
level program, so that the youngsters at Level W live in a much rrore attractive 
aT1d canfortable environm:mt than those at l~ levels e The girls. cottage and 
pr09ram also stood out fran the rest of the facilities bec-..ause it did not have 
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TABLE #13 

AVERAGE DAILY roPUIATIOO 

FOR CALENDAR YEAR 1980 

DOBBS SCImL 

l'ON1'H OOYS GIRIS 'J:UI'AL 

January 106 17 123 

February 118 19 137 

March 114 21 135 

April 114 16 130 

May 110 15 125 

June 108 12 120 

July 104 10 114 

August 92' 9 101 

September 93 10 103 

CC:tober 108 13 121 

NJvember 119 12 131 

December 117 13 130 

Average Daily Population 109 14 123 
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TABLE #14 

EMPWYEE SEPAPATIOOS 

7/1/79 - 3/1/81 

1X)BBS SOD:>L 

Classification RACE 
Title White Black 

Clinical Chaplain 1 

Clerk Typist III 4 

Cottage Parent II 3 11 

Cottage Life ColmSelor 
Technician 3 

Recreation Workers 1 

Trades Supervisor 1 

OX>k II 1 

Juvenile Evaluation 
Counselor 1 

Teacher 1 

Maintenance M=chanic 1 

Cook Supervisor I 2 

rrorAL 7 23 

.. 

SEX 
Male Female Total 

1 1 

4 4 

14 14 

2 1 3 

1 1 

1 1 

1 1 

1 l 

1 1 

1 1 

2 2 

19 11 30 
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the sane austere appearance generally observed in nost of the other areas. 

Cur:iently there are three larger, older buildings that are reing 
011 a limited basis either to muse staff (the PSYcOOlogist and the school­
based ccmnittee), recreation activities, or storage. All of these facilities 
are very dilapidated and would require expensive rehabilitation and renovation 
even to satisfy the needs of their current functions, let alone make them 
habitable for nore extensive prograrrmipg. 'lhe recreation building has 
several small rcx::ms which are difficult to supeIVise and very 'lIDattractive. 

'lhe sane problem in supervision and IOCIl1i toring was also noticed by the 
CCi1sultants in the physical layout of sene of the cott.ages, particularly 
the left wing of Reed Cottage. '!here are b.u large roans at the front of 
the \mit that house eight youth each and then there are a series of rcx::ms 
dcMn a na.rrcM hallway that leads to another hallway laid out in the pattern 
of a square with roans off the outside of the hall and a large bathrocrn area 
in the middle. 'nlis whole area in back is basically isolated fran the front 
and would be a very easy place for assaults to occur urnbserved and a definite 
fire hazard for any youngsters caught in the back, if there were a fire in 
the central hallway leading to the area. The physical layout of that bUilding 
s.inply is not appropriate for a training school facility. In fact 'tile IX>PU­
lation pressures have caused ; the school to oouble up the youth in what should 
be utilized as single roariS. 'nlis greatly aggravates the problem. 

TREA'IMENT PRD3RAM 

'!he Dobbs Schcx::>l exhibits another variety of the Mainstream Program. Youth 
are distributed arrong cottages based basically an sex and age. Youngsters 
who are 15 years and older are h::mse;1 in the left wing of Reed Cottage. '!he 
other wing of that cottage houses the orientation youth. Youngsters who are 
under 14 are held in Larkins Cottage and the i11tetnediate aged, male youth 
(14 to 15 1/2) are housed in Kelsey Cottage. Fanalep and the A'lW wing in 

Madison Cottage. 'Iherefore, all levels of the Mainstream Program are repre­
sented in the various cottages. For example, in the left wing of Reed . 
Cottage, at the tine of the on-site visit, there were 10 youngsters at 
Level I, seven youngsters on Level II, seven youngsters on Level III, no 
youngsters on !evel N and five youth who were currerltly being held in the 
Assigrnrent to the Wing Program. 

The Mainstream Program first was implenented in lXlbbs School in <£tober, 
1979. At that time the forner cottage life ,¢ii.rector becarre the director 
of Unit 1 and the forrrer social \<.Urk supervisor became director of Unit 2. 

As in other facilities, the Mainstream Program was desi.gned to re a treatIrent 
team concept.. At Dobbs, the treatrrent teams rreet three times a week an 
M:>rrlay I Tuesday and Thursday (with group counseling <:>a:Urring on ~esday) .. 
In terms of the effect this program has had on the students, feedba.ck fran 
the staff indicates that it has i,nproved the quality of the program and has 
allCMed the child a greater P?,rticipation in the developrent of his/her 
treatrre..'1t.. . 

" 
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TABLE #15 

A[M[SSI<.:NS AND RELFASES 

FOR CALENDAR YEAR 1980 

OOBBS SCHOOL 

AIMISSIONS 

M:NI'HS 

N::!w Corri. 
-Release 

Total M ..F B W 0 .Rev. 

J::muaIY 20 18 2 9 11 0 3 

Februaxy 7 5 2 5 2 0 3 

March 7 7 0 4 3 0 :2 

P..pril 12 12 0 6 6 0 5 

May 13 12 1 8 4 1 0 

June 12 10 2 9 3 0 2 

July 13 13 0 10 3 0 
., 
.J.. 

August 13 10. 3 6 7 0 2 

September 22 19 3 7 14 1 1 

October 19 17 2 11 8 0 2 

lbvember 15 13 2 12 3 0 3 

December 10 8 2 5 5 0 0 

'lDI'AL 163 144 19 92 69 2 24 

RELEASES 

Condi- Runaways 
tional 

Oischa...-ge ReI. Hare School 

14 2 1 16 

10 3 0 5 

20 6 2 9 

18 10 0 12 

15 3 0 12 

24 5 0 16 

16 18 1 12 

16 8 0 19 

10 , 3 0 7 

3 2 1 9 

9 11 0 13 

10 3 0 12 

165 74 5 143 

l
i7 ,. 
! 
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In SCll'E of the other facilities, there has been a secondary gain fran this 
treatrrent team approach; ,that is, t.hP...re has been increasing cc::mnunicaticn 
anong various levels of staff am depart::ments. 'lliis nay not be the case at 
lX>lX>s School. Ccmnunication arrongst social "-Drk staff and cottage life 
seems to have improved, but nCM there is at the cottage life level sc:rre 
lack of ccmmmication be·b;reen tmi ts. In other words, there are ~ basic 
units on grounds and they tend to camn.micat;e and relate only to the hierarchy 
of those tmits at the line staff level. In this regards, the Dobbs School 
has a rnanagerrent orientation which is reflective of the nore traditional 
training schJol practices. The pressure to follow the chain of carrnan:l is 
vezy ~eat. 

Contrary to the treatrrent team approach, sore disciplines continre to cross 
over tmit lines. The scx:ial worker for the Madison Cottage Program is 
assigned to Unit 2 but also has a caseload fran Unit 1 "-Drking with the yotmger 
ooys. Th: intake social worker assigned to Reed Cottage also carries a case­
load of younger ooys in amther cottage (this is within the sane unit, l1c:Mever). 
The scx:ial work staff has maintained traditional institutiDnal hours "-Drking 
8:00 a.m. to 5:00 p.m. during the week and 00 a rotating basis covering 
Sundays· during visiting hours. There continre to be clinical s·taff rreetings 
of psychologists, scx:ial workers, and tmit managers on a nonthly basis. 

Because of this nore traditional approoch, COilllSeling youngsters and attending' 
to problE!TlS requires that the youth be called out of school to see the scx:ial 
\\Urker or psychologist. There is a tendency at thil? school. ~ at. ~kand(. 
more than at otiers, to pull youth out of the acadenu.c program for administrative ..... . 

or clinical reasons .. 

During the day of the on-site visit, there \\ere no treatrrent teams scheduled 
to meet. Inforrration fran staff indicates that the organization of the treat­
ment team rreetings is quite good. Agendas are prepared in advance and all 
individuals involved know which youngsters are going to be discussed, .for 
what reasons, and the kinds of infonnation that they need to bring to the· 
staffing rreeting. 

'llie academic program for lX>bbs School is staffed by 21 teachers. All but 
four of these individuals have or will have by the end of the year a certi-· 
fication in sene area of exceptionality. 'lha program has bo.u reading labs­
one for non-readers and one for yout.~ reading belCM their expected level of 
functioning-and a Math lab. 'IWo foster grandparents are assigned to the 
sclx:>ol and there is a special capability to "-Drk with speech am hearing 
problems. There is a GED component and vocational prograrrming in hare eco­
namcs, industrial arts, cosrretology, therapeutic agriculture, and drivers 
education. 

Of all the DYS facilities, Dobbs School has the rrost lliLrrow range of vocational 
prograrrming. The treatnent tea.ms for the Mainstream Program have assigned to 
them a teacher fran the school. At this point in ti:ne, the principal described 
the academic program as being adequately funded with all of their teacher 
positions filled. It was the conSUltants' ooservation that the program is 
adequa~ with the exception of the needs am relevancy of the vocational 
education courses. 
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Review of sc::m= individual education plans revealed that they were canpleted 
in a tirrely fashion and contained the appropriate information as required 
by the guidelines. Parental invol verrent in the developrent of the individual 
education plan is a problem in tb.is facility as it is in all DYS institutions. 

Psychological service at Dobbs School is very similar to that found in other 
facilities. Tnere are two full-tirre psychologists who Sf€I1d a rrajority 
(perhaps 70%) of their t.i.ne involved in assessrrent activities. The psychia­
trist for the facility is on campus three hours per week and the cases seen 
by him are screened by the psycholo:rist. During the ti.ne the consultants 
were on ground, it was observed that the psychiatrist was spending a portion 
of hili; tine writing reFOrts as opposed to -seeing youth or talking with staff. 
Staff frequently voiced the opinion that they never have an opportunity to 
rreet with the psychiatrist but were only furnished his reports. It was also 
noted that the psychiatrist is reimbursed for about one and one-half hours 
of travel tine coming to and going fran the facility. 

M=dical sp..rvices for the institution are provided by three R.N. 's who are 
scheduled fran 7:00 a.m. to 7:00 p.m. Monday through Friday and fran 7:00 a.m. 
to 3:00 p.m. on Saturday and Sunday. A doctor is on contract to cx::iTE in and 
do physicals on I-bnday of each week for those youth who are admitted during 
the prior week. '!he medical staff at Dobbs views dental work as a high 
priority. 

The Assignrrent to the Wing ProgTam was observed as having seven youngsters 
in it. A'IW is currently housed in Madison Cottage, has eight staff with 
tv..D persons per shift with double coverage also an weekends. As nentioned 
previously, there are two days per week. when single coverage occurs on the 
day 'shift. Ha.vever, during that time in the building, there is also supportive 
help available because the unit supervisor's office is there as well as t\o.D 
social workers. Educational programning takes place in the building as does 
recreation provided by the recreation department for one hour each day. 
M=als are served in the wing. 

'Ihe school does not have any variations in the Assignrrent to the Wing Program 
as was experienced in sorre other facilities (like the long-term Assignrrent to 
~.;ring Pro:JTam at Samarkand Manor). '!he operation of A'IW, h~ver, does have 
sore uniqueness about it since the supervisor will allaN the youth to go 
outside of the cottage for special activities if they have de-ronstrated 
good behavior during that day. For instance, the youth rray be taken to the 
canteen by staff, to the gymnasium if their cottage isn' t involved in recrea­
tion there, or the recreational v..Drkers might be able to take the youngsters 
outside for their one hour of recreation rather than provide it inside. '!he 
school detention capability is also housed in the A'IW wing. Like all facili­
ties, there is a fifteen ... minute required check when youth are in the locked 
room. If a youth is in detention during neal tine, they are served their neal 
in the rcx:rn, otherwise A'IW students e(lt in the dayroan. Social workers are 
required to visit the youth in A'IW on a daily basis for (X)unseling. Tnis rule 
is strictly adhered to. Both girls and boys are housed in the A'IW Unit. At 
the tine of the on-site visit, one youngster who was on A'IW status was not 
housed in Madison Cottage but was being held in the orientation wing. This 
is due to the fact that the infraction involved tv;o students, one male and 
one female, and to separate them the male student was being held in the ATI~ 
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Unit and the fBTlale studE'J1t in orientation. 

'!his is an inappropriate use of the orientation area which is designed to 
introduce youth to the Mainstream Program and insure their positive under­
standing of the rules, regulatio11s, and program aspects of the facility. 
'!he administration of the Dol::bs School has had to make rrany carpranises 
of the therapeutic pro:1I"am because of the structure of the facility arrl 
the lack of staff. 'lbe placing of me A'IW student in the orientation is 
one example of this. Hc:Mever, that happens frequently to the orientation 
program. 

Other examples lrlclude the fact that fran October 3, 1980 until March 2, 
1981, the orientation progTam only operated until 4:00 in the afternoon. 
At that tirre, the youngsters were transferred to the left wing of Reed 
Cottage and mixed in with the older boys housed in that area. 'Ihis was 
necessary since there was a lack of cottage life staff to provide supervision 
for both areas. Currently, the orientation program operates until 9: 00 p.m., 
at which tine they transfer the orientation students to the other wing to 
sleep. 

'Ihe consultants also observed that a female foster grandparent had been 
assigned to the orientation wing because there were ferrale students in 
orientation and no female cottage parent or counselor technician to provide 
supe.:rvision. This is an inawropria'te use of foster grandparents-a program 
which is emphasized by this institution and which should be utilized nore by 
the Division. 

'Ihe recreation deparbrent for Dobbs Schcx:>l consists of three recreation 
workers. There is a large recreation building (Leonard Cottage) which houses 
their offices, the canteen,. and indoor recreation areas. In general, this 
building is very old, and inadequate to neet the needs and purJX)ses of the 
recreation progrcun. 

Recreation is provided to all cottages for at least one hour per day as 
well as on-site at the A'IW Program and the orientation unit. Each day T except 
Wednesday and Sunday, two cottages are scheduled for an hour of recreation 
in Leonard Cottage and two for an hour of recreation in the gynmasimn 
(operating silmlltaneously). en Wednesday evening, there is mid--week Vespers 
conducted by the Chaplain and on Sunday recreation activities are $upervised 
by cottage life staff. :rt is apparent, however, that cottage life staff have 
to be very ITII.lch involved in the supervision of children during the recreational 
periods for usually there is only one recreation Y.Drker available in any area. 

The recreation program needs to be expanded. '!he addition of another recrea­
tion staff rrember would help, but there should also be an atterrpt to utilize 
to a greater degree carmuni ty vohmteers. The recreation depart::Irent also 
operates a Boy 5(X)ut troop, Girl Scout troop, and the Nypum Program that is 
found in all DYS facilities. 

Cbservations made by the consultants in other areas inchrle the fact that 
the fexXi service and quality of the food on the day of the visit seerred to 
be excellent. '.!he kitchen and dining areas were extrerrely clean. An 

~ .. -
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observation of the master files and the counselor files indicated that they 
were very well kept with all of the individual treat:rrent plans and individual 
education plans included and up-to-date progress notes. They were perhaps 
the best that have been observed in the Division. 

STRENGTHS AND WEAKNESSES OF PRcx;AAM 

In capsulized form, the consultants rrade the follo.ving observations regarding 
the strengths and weak.."1esses of the Dobbs Schcx)l. 

St.rengths: 

o Master files and counselor files are well-organized and the 
appropriate naterials present; 

o The cottages are clean and. in general good repair; 

o The best chapel in the DYS system and a full-t.irre Chaplain 
who is involved with the treabrent progTami 

o 'Ibp rranagerrent team plans for and accarplishes a good ccmm.mi­
cation process at their level; 

o A Dobbs Foundation has been established to help fund and create 
extracurricular activities for the school in the ccmrnmity; 

o Local rredia !1as beccne interested in the sch<x>l and publishes 
one to two articles of a :positive nature per ITOnth aOOut the 
facility; 

o For the past tv.u years, the institution has held an annual plarming 
meeting involving nurrerous staff on a ~y retreat to set goals 
and objectives for the upcaning year for the sch<X>lj 

o Long-term staff has given the school its stability.. '.Ihey seem 
to have a la..er turnover rate than other facilities.j 

o MJrale of sclf has and is becaning rrore posi ti ve i and, 

Weaknesses: 

o Hours for social workers follCM traditional institutional noons i 
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o It is too easy for youngsters to be rerroved frcrn the academic 
setting for counseling pqrposes; 

o There is a lack of training for cottage life staff in groUp 
process and dynamics; 

o Vocational programs are lacking and too narrCM in sCOfe; 

o '!be hours of the psychiatrist are not supervised adequately 
nor are they integrated to meet the needs of the staff and kids.; 

o 'l.'here is a general lack of staff for coverage in the cottage life 
area; 

o There is a lack of psychologists; 

o There is a lack of social work staff; 

o There is an absence of an appeal process; 

o Selection of student oouncil r.lel1i:>ers does not include any input fran 
students; 

o With a large cadre of long-term staff, there is minimal irmovation 
and vitality apparent; 

o Physical layout of sene of the cottage areas create hazards in 
regards to supervision and fires; 

o There seems to be a historical under-funding of the facility in all 
areas--staffing, capital improvements, and carm::xli ties; and, 

o Activities after sch<x>l and in the cottages are lacking. 

1. The recreation program needs to be expanded by the addition of at 
least one nore staff ne:rnber and re-eva] uated in regards to structure 
and organization so that all cottages can participate every night in 
both gym and recrE;ation center activities, and so the recreation 
staff can be rrore involved in the treabrent teams. 

2. A dedicated effort should be made to increase the nurrrers of staff 
in at least cottage life and social \\Urk areas. 

3. Sttrlents should be involved in the selection of student council rrernbers. 

4. A review should be rrade of all of the "rranagem:mt meetings n which 
are currently scheduled to determine, (1) if there are areas of 

-, 
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redundancy, (2) if this is the best utilization of staff time, 
(3) if these rreP.tings are adequately facilitating ccmnunication 
bety.~ and arrong the variou£ levels of staff and soliciting 
input for the decision making fran lCMer levels of staff. 

5. The psychiatrist should be required to utilize t:i.rre on campus 
for seeing 'youth and/or meeting with staff around treatment 
issues. 

6. A concerted effort should te made to recruit qualified, white 
administrative personnel so that the top administrative stI:ucture 
nore adequately reflects a racial balance with the :pJpulation of 
the sclxx:>l. 

---- ~~~--~ 

7. As an integral part of the treatrrent program, the education cx:rrponent 
should be stressed and, therefore, youngsters sh:>uld not be called 
out of classes or essential academic activities for routine counseling 
sessions, errands, etc. Staggering of the hours for social w:>rkers 
and psychologists should help alleviate sa:e of this. '!here is also 
no reason why sene educational activities cannot occur in tb:! evening 
particularly vocational prograrrming, serre reIredial courses, . .;eo 
preparation, etc. 7hese courses could even be opened to the public. 
This would provide' a service to the ccmnuni ty, increase cc:mrnmi ty 
relations, keep the YOlmgsters in touch with the mainstream of the 
outside world, and because of the contact with the institution prarote 
a better 1.ll1derstanding arrong camm.mi.tY people about the institution, 
its programs, youth, and functions. 
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C. A. DILLON SCHOOL 

The C. A. Dillon School opened in 1968. It is a unique facility arrong 
the DYS schools for it serves the entire state and it is the only school 
with a security fence. For the most part, the school accepts referrals 
fron other facilities in the system. Therefore, they receive the youth who 
are having difficulty adjusting in the other schools. Occasionally (but 
very infrequently) a direct referral nay cane fran the court. 

The maximum workable population for the facility is 90 (65 males and 25 
females). The absolute maximum population based on available bed space is 
108 (75 males and 33 females). At the time of the on-site visit, C. A. 
Dillon School had 62 boys and 17 girls in residence and was therefore 
operating well within their maximum workable population level. This was 
also true for all of calendar year 1980 during which time the average daily 
population was 79; 64 boys and 15 girls (see Table #16). 

.As of :March 1, 1981 there were 92 full-time, state employed staff at the 
Center. The facility actually has 113 positions of which approxlinately 
104 were filled on the day of the on-site visit. Since July 1, 1980, there 
have been 17 employees (7 nales and 10 fe:nales) leave the employment of the 
Center for an 18% rate of tunlover so far this year. 

During the previous fiscal year fran July 1, 1979 through J1.ll1e 30, 1980, 
there were 29 staff (15 males and 14 fanales) separations. This represents 
an almost 32% rate of turnover. As wi tl1 other institutions, the greatest 
rate of turnover at the C. A. Dillon School occurs in the categories of 
cottage parents and counselor technicians (See Table #17). Since July 1, 
1979, there have been 14 cottage life counselor technicians and 11 cottage 
parents leave the employment of the school. This is an excessive rate of 
turnover even if one includes in a a::mparison the total staff canplanent 
(state funded positions as well as special grant funded positions) . 

For cottage life, low pay rates contribute to the turnover, but it is also 
apparent that low staff morale in this facility contributes significantly. 
There is a pervasive feeling that they are understaffed and certainly this 
is the case in the oottage life area (which is exascerbated by the school 
having severa] "positions allocated to it that are yet to be filled.) The 
staff also feel they receive the toughest~ npst difficult kids in the system 
and that the facilities are inadequate to handle these youngsters. 

The youngsters cx:rning to C. A. Dillon School may be the toughest in the 
system; however, the system has a large number of minor offenders which 
probably do not need a structured institutional p:rogram. The nature of 
the physical layout of the campus, the short fence, the hills and trees 
do make supervision and surveillance difficult (other weaknesses will be 
p:>inted out ;Later in the report), but it is also clear that the central 
administration of the Division of Youth Services is "sensitive" to the 
needs of the facility. 

--
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TABlE #16 

AVERAGE DAILY POPUIATION 

FOR CAL'ENDAR YEAR 1980 

C. A. D~ 

M:>Nl'H OOYS GIRlS 

JanuaIY 67 16 

Februru:y 70 19 

March 65 20 

April 68 19 

May 63 16 

June 62 15 

July 58 14 

August 54 15 

September 64 13 

O:::tober 67 13 

N::JV611ber 66 13 .... 

December 65 13 

Average Daily Population 64 15 
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Classification 

Title' 

Training School Director 

Psychologist II 

Accounting Clerk III 

Juvenile Evaluation 
Counselor 

Youth Developnent 
Cottage Life Director 

Cottage Parent Supervisor II 

Cottage Life Counselor 
Technician 

Cottage Parent II 

Teqcher 

Cook Supervisor :i: 

Food Service Assistant II 

Clerk Typist IV 

Juvenile Evaluation 
CotmSe1or 

Educational Specialist 

Principal Youth Services 

Food Services Supervisor IV 
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TABLE #17 

EMPLOYEE SEPARATlOOS 

7/1/79 - 3/1/81 

C. A. DILLCN SCHX>L 

RACE 
White BlaCk 

1 

1 

1 

1 

1 

2 

6 8 

4 7 

1 3 

1 

1 

1 

2 

1 

3 

1 

21 25 

SEX 
Male Female 

1 

1 

1 

1 

1 

1 1 

4 10 

9 2 

2 2 

1 

2 1 

1 

1 

1 

1 

2 

22 24 

Total 

1 

1 

1 

1 

1 

2 

4 

1 

3 

1 

1 

1 

1 

2 

46 

-

" 
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For instance, there were 79 youth in residence at the time of the on-site 
visit which is awraximately 12% belOil their :maxirntIn workable p::>pulation. 
Similarly, tl:le average daily population for 1980 is in that same range. 
All of the other DYS facilities are operating at or above their rn.ax.inmm 
workable }?OFUlation. The school also has a cadre of very experienced 
staff that can 'MJrk with these youngsters. Fifty-b<X> of the staff have 
been with the Division for Oller f:j.ve years (approximately 58% of the staff 
ccmplanent). On March 1, 1981 only seven of the school's staff had been 
with the Division for less than one year. It is obvious that there exists 
an experienced staff at the Dillon School whose energies cxmld be activated 
and refocused to meet the needs of the youth they are serving. 

A briefing with administrative staff on the day of the on-site visit 
revealed that they felt there existed on campus a lIDrale problem because 
of the frequent turnover and tmderstaffing (particularly in the a:>ttage 
life). There has been a request for 25 additional p::>sitioIl? for a:>ttage 
life. Also, sane key administrative positions are currently vacant. There 
is no clinical director (although one was scheduled to be on board April 1, 
1981) and t.lJ.e p::>sition of principal of the academic school was being filled 
by a person in an acting capacity. Wi th such key p::>sitions not being 
filled, there is an obvious void in the leadership of the facility. It is 
the a:>nsul tants' observation that this progldlll needs direction and vitality. 

PHYSICAL FACILITIES 

The C. A. Dillon School has three main a:>ttage life areas, A-Cottage for 
females, and B arid D Cottages for Males. D-Cottage houses the re-education 
program and the developne...Y1tal disabilities p:rogTdlll called "Crossroads." 
The other major buildings on campus are the academic school and the adminis­
tration building. In general, all of the cottages were neat, but in a:>ntrast 
to the other DYS facilities, they a:>uld have used a general clean-up. For 
instance, in the girl~ cottage, several of the y;a,lls were dirty in the 
individual roans. Most of the areas were in need of paint. Similar kinds 
of observations were made about B-cottage and D-Cottage. The sleeping 
area of the re-education PI03Idlll was particularly austere. There was a 
lack of storage space and the desks that 'Were assigned the students were in 
very p::>Or shape (considering that the academic school had several desks 
and storage lockers in storage that were of a higher quality). 

Canplaints were received from many students about the problems with cock­
roaches. This was particularly true in the ~ottage. Consultants personally 
observed cockroaches in the water fountain of B-Cottage. A general clean-up 
and painting is·P..ecessary for the hall areas of the acadanic sclDol. There is 
a lack of furniture in the day roan areas of the male a:>ttages. The vinyl 
fuLniture is in very poor shape willIe the newer'MJOd upholstered furniture 
is attractive and cx:mfortable. 

This is the only facility in DYS which is fenced. The fence, however, is 
quite short and easy to climb. The .institutional grounds thanselves 
contain many rolling hills and numerous trees making observation ana 
SULVeillance quite. difficult. There is no ccmnunication system which 
allo.vs for people in isolated areas to receive assistance in case of an 
emergency. There are four nobile school units that are very isolated. At 
the time of the on-site visit, three w=:re l::eingused for special 
school labs while one was being Used as an office space. OIJerall, the 

MJNI'HS 

January 

Febru ary 

M3rch 

April 

May 

June 

July 

August 

September 

CX;tober 

Novembe r 

December 

'lOTAL 

lbtal M 

4 3 

0 0 

2 2 

3 3 

0 0 

1 1 

1 1 

2 2 . 
2 2 

0 !) 

1 1 

0 0 

16 15 

I 

- 71 -

TABIE #18 

A[M[SSIONS AND RELEASES 

FOR CALENDAR YEAR 1980 

C.~. D~ 

.ru:::MISSIONS RELEASES 

New Cond. .Condi- RLmaways 
Release tional 

f B W Rev. Discharge ReI. .Hare School 

1 3 1 2 6 4 5 5 

0 0 0 0 4 4 0 5 

0 2 0 0 9 2 0 10 

0 1 2 0 3 1 0 2 

0 0 0 0 11 7 2 1 

0 1 0 0 10 4 0 1 

0 0 1 0 3 4 6 0 

0 0 2 0 11 2 3 8 

0 2 0 0 2 0 0 8 

0 0 0 0 3 0 0 5 

0 0 1 0 3 1 0 7 

0 0 0 0 4 2 0 6 

1 9 7 2 69 31 16 58 
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campus is attractive, but difficult to supervise and monitor. ,A security 
force is needed that is free to patrol the campu.':; area to pl:OVJ.de back-up 
services to the school and the programs that are operational 24 hours a day, 
as well as monitor those program areas 'Which are isolated. 

As with all the facilities in the Division of Youth Services, the C. A. 
Dillon School utilizes ·the Mainstream program concept for its basic p:rogram 
model. Of the five schools observed, it is the facility least ccnmitted to 
that nodel. This is particularly true in regards to sane of the se<?Dn~ 
aspects of the model such as the emphasis on treatment teams, coordination 
of se:cvi.ces, and deve10pnent of individual treatrrent programs. 

There is a lack of cammi tment to the treatment teams. They do not rreet on 
a regular basis and supportive staff such as nurses, PSYChO~ogists, and 
recreation personnel often ao not or cannot at·tend the meetings. Because 
of this, the lines of ccmnunication amongst the wxious staff levels and 
staffing groups cannot be as efficient as in sane other facilities. However , 
the placement of the social "V>Orker"s office in the jndividual cottage has 
provided for a greater opportunity for interaction w':' th cottage life staff. 
The program seems to rrecbanically follow the guidelines of the Mainstream 
p:rogram, yet one does not receive the impression nor the feeOback that 
they have "bought into it." 

The main program on campus, except for the specialized treatment programs, 
is that provided by the academic school. At the time of the ,on-site visit 
there was a high degree of unrest among several of the teaching staff. 
There were numerous complaints of lack of basic supplies, materials and 
equir:ment . Sane teachers felt that the text:l::x:>oks supplied were of very 
little use because most of the books were at the junior high and high 
school level while many of the youngsters were at much lower levels. These 
frustrations canbined with the lack of pennanent leadership (i.e., a 
principal), ~d serious concerns of same of the teachers for their. ~ll­
being and safety, all contributed to their unrest. Many were specJ.fJ.cally 
upset over the disposition of the case of a child·wOO bad attacked one -of tie 

female teachers. 

This academic program has an adequate number of teachers--there are 14. 
In addition to this, there are two recreation "V>Orkers that provide activities 
between 1:00 p.m. and 9:00 p.m. on weekdays and 12:00 p.m. to 5:00 p.m. on 
Sundays. The school program, in addition to i~s regular c~ru;;ses, has two 
special reading labs and a math lab. At the bme of the VJ.sJ.t, they were 
in need of a mat.h lab teacher. Observations of the children in class 
revealed that no class had more than five youngsters (with the exception 
of ·the recreation class which had seven) and most had two or three. 
Among sane of the vocational courses offered arewcx:x1working, t:yPing, ~e 
econanics, and autanotive repair (which is basically small engme repalIi 
and the youngsters spend much of their time "V>Orking on the mini -b~es for 
the Nypum Program). A discussion with the teacher of the autanotJ. ve class 
revealed that he was supposed to have seven students in his class:rocm during 
that period but two of the youngsters were involved with vocational 
rehabilitation, one was on a hane visit and two were assigned to the wing. 
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A check of ~e youtt; a~signed to the wing during that day revealed, that 
14% of the J.nStJ.tution s population was on that status. This significantly 
cuts down on the number of youth at~ the sclnol prcgr~. Alth::Jugh 
youth on A'IW status are to continue their educational acti vi ties the 
teacher ~onnally assigned to work in that program had to be pul1~ back 
to "V>Ork m the school because of licensing and accreditation needs. For 
thos.e youngsters who are on Ni'W, assignments are given to them fran their 
classe~ c;nd they are expected to canplete them while in the wing under the 
su~J.sJ.(:>n of the c;:ottage life staff. This results in a haphazard 
continuai?-0n of theJ.r e&;cational prograrrming. In essence, the row 
Program J.S ~<? longer pumsl:m1ent, but rather gives youth the ability to 
take a vaca ... J.on f:r:an school and lay back in the w.ing and watch television. 
The row Program needs to be evaluated and restructured. 

C. A. Dillon School does have adequate ir.dividual education programs that 
are canpleted in a timely fashion. . 

The school also. operates two special treatment programs. The Crossroads 
Program "V>Orks WJ.th ~th with developrrental disabilities. It is a three-year 
~.rogram that started, m ~:r:er, 1979. currently, 25 youth (23 boys 
m D-Cottage and 2 gJ.rls m A-Cottage) are involved in the program. Five 
other students, have ret:u:ned to the cannunity. The program tracks these 
~tu~ts . and J.S responsible for them for one year after leaving the 
mstitution. 

~ere are el~en regular staff assigned to the Crossroads Program whi h 
mcl~d~s a dire::tor, f~ ve training pa:rents, a secretaI:y, a PSYChologi~t, 
a clJ.nJ.cal SeJ:VJ.ce socJ.al worker, a part-time social worker and a recreat' 
~rker: . Students are involved in regular school during the day and J.on 
J.ntensifJ.ed ~:rograrcming after school. The first childrt:m. began entering 
-t;he program m January of 1980. This is a very staff intensive program 
m contrast to the staffing pattern for the Mainstream Program on caIrq?us 
Individual habilitc;ttion plans c;rre developed for each youth. The plan • 
cover~ a four:to slX""mJnth perJ.od of time. Each week there is a general 
staff~I!g rneetmg and <?nce a week th~e is a carmunity meeting in tlle wings. 
IrCottage has three w:ngs, two of "Which house youngsters in the Crossroads 
Program and one of which houses Y01.U1gsters in the Re-education Program. 

TI;e. Re-education Program is very new on campus. At the time of the on-site 
V1SJ..t, ,there were 16 students assigned to it. It, too, is staff intensive 
~ this seems. to ha:re. caused sane jea, lousy and unrest arrong the cottage 
17f~ ~~f. SJ.X posJ.tions have been given to the He-education Unit, thereby 
diminishing the number of cottage life positions available for the Mainstream 
progr~nn (yet counselors fran that area had to provide coverage for the 
program on th~ ~end) •. The Re-education program is now going through a 
~hase of getting J.tself mtegrdted into the C. A. Dillon School. Y01.U1gsters 
m the 'p~am are "testing" the staff and it will be a while before the 
prog.ram J.S fully functional. The developnental disabilities program 
seems to have a ntmber of strengths including adequate staffing involvem:mt 
o~ ~t\ldents' fami~ies, greater individualized programning, f~ent hane 
vJ.sJ.ts, a';d ,the tll11e to work cooperatively to coordinate ather agencies' 
~fforts WJ.t..'1 the youngster. Continued follOW-lJP with the children involved 
m the program will detennine its success. Both this prCXJraID ;md the 
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Re-educational program should be concerned abJut and address the problem 
which requires them to rely upon COW1Seling staff assigned to the general 
institution ~or sane daytime coverage and weP...kend supervision. 

Interviews with youngsters regarding the quality of the facilities, 
prog-rarrming and staff revealed canplaintsab:mt the fcxxl, lack of 
recreation and "things to do, It excessive heat in !)-Cottage, and a general 
proliferaUon of cockroaches. 

STRENGTHS AND WEAKNESSES OF PR(x;pA~ 

In capsulized fonn, the consultants made the following observations 
regarding the strengths and weaknesses of the C. A. Dillon School. 

o The Crossroads Program; 

o The Re-educati.on program potentially; 

o A full-time voltmteer services D:X:)rdinator; 

o lJ::M student population; 

o Adequate numbers of teaching personnel (with the addition of a 
math lab teacher) ; 

o Cottage facilities with single occupancy roc:ms; and 

o A medical program which is responsive Itt) both nedical and psychiatric 
neL .. >ds of the youth. 

Weaknesses: 

o The reputation of being a :rna.xirm.:m security facility when in 
reality the c. A. Dillon School is structurally no rrore than a 
min.:imum security facility; 

o Staff involvement and understanding of the Mainstream Treatment 
program; 

o Vacancies in key administrative positions; 

o lJ::M rrorale which is pervasive throughout the institution; 

o Many areas of the institution are in needcf decoration and paint; 
I 

o Staff have developed a defeatist attitude and tend to rely up:m the 
perception that they are dealing with the nost " aggressive and 
difficult kids in the systan" to support their apa.thy; 
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o Lack of supplies and materials for the academic program particularly 
the vocational education classes; 

o Inadequate pest control procedures; 

o Physic:sl plant is difficult to supervise and monitor because of 
the h,ills and trees i 

o Lack of a facility security staff; 

o No canprehensive and/or limited radio/CB/emergency ccmnunication 
system; 

o Assignment to the Wing Program; and, 

o Lack of camtitment to the treatment team concept. 

REcc:M1ENDATICNS 

1. 

2. 

3. 

4. 

There should be established a security force of counselor technicians 
and/or cotta<:!e parents who are not assigned to a specific cottage 
but can provl..de suprx>rt, rronitoring, security to the school area 
general grounds, and can respond in case of an emergency. There' 
also needs to be established regular searches (not not strip search) 
of youth returning to the institution fram an off-campus visit J"ob 
etc. ' , 

There sh<?uld be" establ~shed sane type of emergency ccmrn.mication 
system elmer Wlth radios or, for, isolated areas, a buzzer system that 
can alert people that there is a staff p=>..rson or student in trouble. 

Ph.ysical security should be improved by heightening the fence and 
us~g a ~ler mesh 'tme. Sane similar results could be obtained 
by mcreasmg the cottage life staff in a ratio more similar to 
that found in the special program units. 

The treabnent team approach and the individualized treatment for 
youth are <:!0Od conce~ ~ should be strengthened at this facility. 
An evaluation and exanunation of the typical Mainstream Program 
should occur to detennine its appropriateness for the general 
population o~ the c~ A. Dillon SchooL One may find that it is 
rrore approprl..ate to operate a series of specialized treabnent 
~~ since rrost have already proven that they are unable or 
ll11W7~mg to respond tc;> this program nodel at other institutions. 
~v:-~ rontracts W7th youth, a Mutual Agreanent Program, and a 
rrodiflcation" of the Mainstream point level system may respond 
nnre" app:opr:-atel.y to" the needs of these youngsters as well as provide 
the l..nstitution Wl..th ltS management controls. 

-
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The administration and the maintenance st;tff n~ to make a 
ooncerted effort to repaint the oottage ll.f~ 1l.vll1g are~:abdl 
other areas in the institution that are subJect to COnsl e 
use by students and staff. 

6. A m:::>re adequate :p=st control procedure neerls to be developed. 

7. 

8. 

Close m:::>ni toring and observation of the sf€clal program operating 
on campus (Re-education and Crossroads) should ~ undertak: to 
ideno fy techniques, procedures, p~ses, spec1.al ar~ , 
anph~is, etc., which work well and which rould be repllcated 111 

the general program. The institution sOOuld take actv.:mtage o~ 
these programs to identify staffing patten1s or techniques which 
oould be of use to the general institution. 

diffl' cult to handle youth hou.se:i in the Dillon There are sane very , 
f '1' ty These youth may require a more physlcally secure 
s~~. Consideration should be to the developnent of a se~te 
cottage and fenced-in area that rould hU11at'lely house and con~ 

, 'cling s: ample OnrY"lrtunity for outaoor these youngsters while provJ.. - Lor, rr-- , 
recreation, education, and therapeutic programrung. 
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El:KERD WIlDERNESS EDUCATIONAL SYSTEM CAMPINS PRCX:;AAM 

During the weeks of Feb. 16 and March 2, consultants fran the John 
Howard Association visited three of the therapeutic carrps operated by the 
Eckerd Wilderness Educational System (EWES) in North Carolina. 'lbe o:m­
sultants also received volurres of materials fran ElVES, the Depart:nent of 
Hurn:m Resources, and the Governor I s Advocacy Council on Children and Youth 
regarding the operation of the four regionally based wildeJ::ness cattpS. 

Under an anended agreenent with the Depart:nent, these camps ru::M have to 
serve a minimum average daily population of client carrpers of 224 through­
out the four camps. (Subject to the availability of referrals by the 
DeparbTent.) With this new contractual agreerrent, the carrps are in the 
process of expanding their capacity fran 50 youth per canp to 60. Each 
canp would include five therapy grOL'p5 of ten each and one transitional 
classroom group of ten. As of 16 F2bruary 1981 there were 201 children 
hoUSErl in the four carrps. 

The first carrp of the system to open was Camp E-'lbh-Kalu. It opened on 
Dece:iber 5, 1977, am serves a 34 county western region in North Carolina. 
It is located just o"tside of Hendersonville. 'lhe secooo carrp to open 
was E-Ku-S\.l!reel fonnerly LINe carolina, !bys ca,mp, near C:uldor, servirq a 
1/<Xmlty south central region. 'Ibis facility opened on March 6, 1978. 
The third facility opened on January 29, 1979. Carrp E-Ma-He'1Wll is located 
near the eastern coast near Newport, and serves tre 33-
county eastern region. The final camp to open was Cartp E-Mun-Talee. This 
facility opened on June 4, 1979, and is located near Io.Ygap-
It se:rves n 16 county area in the lX>rth central region. 

'Ihe current contract for the carcping program calls for the follCMing staffing 
pattern that includes 27 st.aff: 

Group A - Administrative 

1 Resident Carrp Director 
1 Resident Assistant Camp Director 
3 Family Workers 
1 Secretary 
1 Business Manager 

Group B - Counselors 

1 Educational Coordinator 
1 Transitional Classroom Teacher 
1 Transitional Classrcx::rn Group COunr .... elor 
1 'Iberapy Group Work Supervisor 
2 SUperIl1.IlTeraries 

10 'lher'apy Group Counselors 

Group C - SUPfX)rt Staff 

1 Mamtenance Supervisor 
1 Utilit.ies Worker 
2 Cooks 

-
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The contract calls for the camp to maintain to its best efforts a full 
staff COII1plement, but in any case not exceed an 8.2% vacancy rate in any 
group. 

'lb be accepted at a camp, the child must be referred by any public or 
private children's services professional to a screening and :eferral . 
carmittee located in that youth's region. Each of these reg10nal screen1ng 
ccmnittees include the cont't'act manager for the DepartIren.t of Human 
Resources. The corrmittees include one representative fran each of the 
follCMing organizations/agencies: The Administrative Office of ~ Courts; 
Youth Services; Social Services; Public Instruction; Health Serv1cesi M3ntal 
Health, M=..l1tal Retardation, and Substance Abuse Services •. Therefore, there 
are six regionally located l1E!1lbers for each of the screenlllg and referral 
cxrnnittees in addition to the Department of Human Resource's Contract 
Manager. 

Acceptable cases screened by this corrmittee are placed in a referral "bank" 
in the Depart:Jrent of Human Resources central office files. Upon request 
fran a camp director, up to three referrals will be made for each vacancy. 
'!he camp director then reviews these referrals ar:a can accept ?r deny any 
or all of them. However, the director must proVlde documentation for the 
re.a5ons why one was selected over the. others (or why none ~ C;cceptable) 
and make recamendations for the continued status of the rerna.lIllIlg referrals. 
With the new contract, if there are not a sufficient number of referrals 
available on a regional waiting list, referrals can be made fran another 
regional waiting list with a caveat that the distance £:om the child's 
hare to the receiving camp ca.rm.ot be greater than the distance fran the 
child's hare to his/her local regional camp. 

The Therapeutic Camping Program is described as "an alternati~ trea~t 
process for children who have behavioral problems and/or are In confl1ct 
with the law. The program serves children with behavior problems who may 
be unusually aggressive and carmot function in a nomal commmity,. school, 
or family setting. The Therapeutic Camping Program is an alternative to 
specially designed corrnn.:mity or institutional progr~." (Fr~ DeP~t 
of Human Resources publication of December, 1980 entitled. North Carolllla 
Therapeutic Camping System.) 

In capsulized fonn, the camping program attarpts to ~elp ~e c~ learn 
to cope and survive in a primitive enviroI1Jl'eIlt. It 1S a sl.l1lple exJ.stence 
free of many of the pressures and/or distractions of the rrodern technology 
society. Youth learn personal coping skills in addition to inter-personal 
skills such as cooperation, trust, team spirit, etc. 

campers live in "therapeutic groups" at camp sites of a maximum of 10 carrpers 
per site. Two "counselors" live with the carrpers providing 24-hour a d~y, 
seven day a week supervision and guidance. Since each "counselor'.' rece1ves 
two days off per week, there is single coverage for the group durlng four 
(and sorretirres five) of the days. Usually double roverage is pr<;>vided during 
the two days that the campers cook their own Irea.ls at the camp slte. 

An emphasis is placed on developing a group spirit and dlmraderie. Peer 
pressure fonns a basic foundation for the "treatrrent process." Also 
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confrontation of problems is another key process. If one of the group rrernbers 
is having a "problem" with attitudes, behavior, accepting resFQnsibility, etc. 
the group will iImediately stop what it is doing to discuss the problem and 
attempt to resolve it to the group's satisfaction. By constantly confronting 
individual problems and using the group to help an individual deal with these 
problems, the system hopes to bring about a change in an individual's behavior 
attitude, and understanding of oneself. 

The system also includes a general orientation towards the "FQsitive .. " Young­
sters are encouraged to think. about the good things that they or the group 
have accomplished. Problem-solving sessions and group sessions theoretically 
do not focus on the negatives of an individual (even though a problem may 
trigger a group meeting) but on that person's FQsitive FQtentialities and 
strengths. By learning to cope with a SClI'tetirres hostile enviroI1Jl'eIlt and 
developing basic survival skills, the youth should begin to feel nore positive 
about himself. Group activities which aCCOIrq?lish a task such as the building 
of a new tent, the cooperative cooking of a meal, or an extended three to four 
week trek through the wilderness is intended to provide further reinforcement 
of an individual's adequacy and self-w::>rth. 

Education in this enviroI1Jl'eIlt occurs in a plarmed but secondary fashion. For 
the majority of the time youngsters are in camp, they are not in a fomal 
school setting. Basic reading, writing, and math skills crre theoretically 
developed by having to use these processes in the everyday camping experience. 
In order to plan a trip or build a new tent, a child may have to read manuals 
describing the terrain or the types of tent structures. Iv1eal planning for 
the camp site includes math, reading, and writing skills, since youngsters 
have to develop lreI1US with a budget utilizing portion control and unit costs. 

Near the end of a camper's stay in the program, he is transferred to a 
transitional school program. This separate camping site begins to re­
integrate the youth into the nore traditional educational system. 

Another key aspect of the program is its work with and contact ,rith ti~f'\ 
families of youth. Each child must have parents or guardians who are willing 
to accept him for home visits and will participate in conferences at the camp, 
as well as be available for counseling. Therefore, the family structure as 
a whole is the focal point of the treatment even though the majority of the 
time is spent with the particular youngster in helping him learn coping skills. 

'!he WildeJ:'ness Camping Program in North Carolina has ccrne under criticism 
on various occasions for a variety of reasons. The extensive use of peer 
pressure to bring about individual change, the harsh conditions under which 
the campers occasionally live, the extensive lengths of stay at the facility, 
and the exclusivity of the admission process are just a few of the concerns 
which have been raised. since the program began in 1977. It is some of 'tl1ese 
concerns that the report attempts to address. 

CAMPING FACILITIES 

It should be noted that the consultants' expertise rests in the area of 
adminisqation and progranming for delinquent youth. Although camping 
programs have been observed by the consultant~, greater expertise in 

-
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evaluating the physical appropriateness of a wil.derness camping program may 
be found arrong personnel and staff of the Arrerican Camping Association. 

Based on the observations of the consultants at three of the four camps, 
the physical facilities appear to be appropriate for a wilderness camp setting. 
The camping sites contain several semi-pennanent tent structures which include 
sleeping tents, a cooking tent, a dining tent, and storage areas for equiprent. 
The sleeping tents have wooden floors and appeared sturdy. Certainly they ~uld 
be uncanfortable under harsh weather conditions and very cold in freezing 
terrperatures, but provision had been made to keep them wa:r:rrer in the winter 
tinE. Interviews with youth and s,ta£f revealed few canplaints about the cold 
and no c::orrplaints about not having sufficient clothing or sleeping gear to 
keep warm. All youngsters interviewed. felt that they ~re quite wann once 
they got into their sleeping bags, ccrnforters and/or blankets. 

Th.e camp sites looked well-maintained even tl'1ough it was raining during two 
of the on-site visits. Cleanliness of the eating utensils at the camp sites 
varied fran extrE:!rEly clean to dirty (at the camp site where dirty utensils 
were observed, the youth in charge of cleaning was having a "problemll 

about the adequacy of his carpletin~ this chore. ,This was addressed by 
a group huddle and problem session.) The facilities at the main cafeteria 
(Chuckwagon) were clean as were the utensils that were observed there and 
the storage areas for food. 

The other structures on-site such as the arlministrati ve offices and the 
transitional school all appeared to be very adequate.. The building and 
area that housed' the storage of materials, dry food stuffs, and canned goods 
at canp E-Toh-Kalu was inadequate. It was an older building that did not 
p..ave adequate storage space. The roof leaked and the stored goods w=re near 
damp areas. There were piles of food stuffs, clothing, and/or materials 
which were to be discarded. The most adequate facility of this type was 
found at the E-Ma.-Henwu. They could have used additional storage space, 
however, it was a much newer facility, extrE>.rrely ~ll-organized, very clean, 
and well-managed. 

As mentioned above, the camps are in the proce.ss of expanding their capacity 
to 60 (5 the.rapeutic groups and 1 transitional school group). On February 13, 
1981, there ~e 200 youngsters in the camping program. (See Table #1.) 

Under the current contract, the Departlnent pays $31 for each camper per day. 
This converts into an annual cost of $11,315 per youth. HcMever, the program 
has been operating since December of 1977 and as of the middle of February, 
1981 had only gradua.ted 91 youth. The State of l'brth carolina has ~ded 
approximately $6,240,000 on the program as of January I, 1981. This trans­
lates into a cost per graduate figure in excess of $68,500. 

An examination of the actual cost per child care day reveals that the cost 
per day systemwide has declined each year as the camper population has 
increased and stabilized. The follCMing chart indicates the cost per day 
and annual cost, where applicable; the slight increase for the period July­
December 1980 may be attributed to inflation. 
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Status E-Mun-Talee 

Total in Camp 49 

Therapy groups 43 
Classrocm 6 

Total Not in Camp 88 

Screening Carro. 
Disapprove 10 
Dir. Disapprove 25 
Before Camp 

Withdrawal 32 

Fran Camp 
Withdrawal 9 

Tenninated by 
Camp 3 

Graduated 9 

Waiting List 1 
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Table #1 

Therapeutic Camping 

Status Report 

Februaxy 13, 1981 

E-Ma.-Henwu E-Ku-Sumee E-Toh-Kalu Total 

51 55 45 200 

45 48 43 179 
6 7 2 21 

102 194 215 599 

12 21 14 57 
29 20 28 102 

37 84 88 241 

15 27 30 81 

2 8 14 27 

7 34 41 91 

2 7 13 23 



~==---.------~------~--.,......----------------~-~- - --~ -------~-

- 82 -

Per Day Annual ---
FY 1977-78 $113.36 N/A 

FY 1978-79 $ 47.15 N/A 

FY 1979-80 $ 36.62 $13,366.30 

July-December 1980 $ 39.70 $14,490.60 

The overall daily cost per camper for the entire tine the camps have been 
in operation is $45.95, which translates into an annual cost of $16,771.53. 

Factors ~at affect the per graduate cost include the length of stay (longer 
lengths of stay allow for fewer youth to bec::are involved in the program) and 
r~te of withdrawl/terrnination. As can be seen fran Table #1, 108 youth have 
wlthdrawn frem the camp or were terminated-a figure alrrost 19% above the 
number who graduated from camp. 

One .. would assurre that as the camps operate over a longer period of tine 
tI;ai. the number. of grad~tes would grac;1ually pass and exceed those having 
Wlt..hdrawn or bemg tenninated by the camp. HCMever, there is no camp in 
t.he system where this. is the case. Even E-Toh-Kalu which has bec=>..n ope.l1 for 
C'Unost three and one-half years, has more. terminations and wi thdrawls tr.an 
grad;..lates. 

~S'OO'FING AND MANAGEMENT 

Previously in the report the staffing positions were listed for the camps. 
There are 27 positions listed in the contract. It was the consultants' 
observation that individuals in adm:inistrative capacities at the various 
camps had been praroted through the system. Therefore, the camp director, 
assistant camp director, group work supervisor, and roving counselors often 
had several years of experience with the Eckerd Foundation and the Thera­
peutic camping Prngram. At the E-Mun-Talee facility, the range of experi­
ence with the Therapeutic camping Program for the top administrative staff 
varied frem four years to seven years. On the other hand, the counselors 
assigned to the individual therapeutic groups had been there a much shorter 
peria;l of tine. For instance, at the E-Mun-Talee camp, the range of 
experlence extended from one rronth to 19 rronths with the program for an 
average term of employrrent of about seven rronths. Indeed, for this facility 
the group counselors had considerably less tine with the program than did 
most of the campers. The average length of stay for the 49 campers in 
that camp was in excess of 10 rropths with a range of four days to a max:irnum 
of 20 months 0 

New employees receive both pre-service and in-service training. The 
preservice training is calleCl catatoga training and takes place in Florida 
where the individual receives a combination of classrocm and experiential 
lessons. Usually this includes camring and trip expeditions much like a 
camper would be exposed to in the therapeutic program. 
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Upon returning to the camp the counselor continues to be invol veCl in 
in-service training (p:>st-Catatoga) usually provided by t.he group work 
supervisor, the assistant director, or director. Much of the training 
conce:tning the therapeutic process, group work skills 1 specific teclmiques 
to utilize when working with youth, camping skills, etc. has been developed 
into prograrnrced learning packets. These fonn the basis for the post­
Catatoga. training. The training schedule is usually developed around the 
six week cycle of the camp. Because of the staffing c:x:rrplenent, training 
is sorretimes subject to re-scheduling due to staff coverage needs. At the 
tine of the on-site visit, the post-Cata.toga training for that six-week 
cycle at camp E-Mun-Talee had been canceled due to the vacation of the 
assistant director. 

The program has developed p:>licies and proceClures for the operation of 
the CCL.'11p, personnel manuals, etrergency procedures, goals and objectives 
for the program, minimum standards for all areas of functioning, staterrents 
of philosophy, screening and testing proceClures for staff and prospective 
campers, training rranuals and cycles, staffing requirements, record-keeping 
system.'3, all of which appeared to be very canplete and detailed. Special 
incidents are recorded on fOrrIl$ and logs detailing the specifics of the 
incidents and their resolution. These fonus are fo:rwarded to the Departrrent 
of Human Services with copies kept at the camp. Examination of these fonus 
revealed no untoward amount of reported use of excessive force on children 
or abuse by a child I speers. The forms were often filled out with surprising 
candor and canp1eteness, even whe.'l the employee seerred to be at fault. 

CF..ILD c.JillE/TREA';IMENT/QUALITY OF PRQ3IWIlS 

As stated above, the consultants did not note an unusual aIIDunt of special 
incidents for a program of this type. There was no evidence that children 
were physically punished. Discussions with youngsters in the programs 
revealed no canplaint'3 about physical brutality either from staff or fran 
other campers. The process for handling a youngster that becares angry and 
out of control (Le., fighting or destroying property) is to hold him with 
a m:ininn.un of force until he calms down. Group rrernbers would help with this, 
but it is the major re$ponsibility of the counselor. If it wexe serious 
there is a procedure for holding ~ person to the ground (in spread eagle 
fashion), again T;;lth minimum force and only until the person beCXJTeS calm. 
This latter procedure seems to occur very infrequently and several youngsters 
could not recall it every being used. 

'!he observations of the treat:rrent program by the consultants and the staff 
of the Governor I s Advocacy Council which accarpanied them, were remarkably 
similar. Much of the t..i.Ire spent at the camps (with the exceptions of the 
initial briefing and Sc:::m3 data gathering) were spent in the ca.rrp sites with 
the group counselors and children. Scme of the observations follCM: 

o M:>st of all the children were happy with 'the program and had 
very few canplaints 

o All of the youngsters revealed a pride in their camp site, 
their indivi¢lual living area, and their activity areas 

-. 
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o In general, the youth were very excited about visitors, with saxe 
of them becaning aJnost hyperactive 

o The children nost enthralled \\'"ith the program seemed. to be those 
which had been there a shorter period of tine (i.e., two weeks 
to three months) and were still learning the vocabulary, the 
routine, and the basic lessons of wilderness camping 

o The academic teachers in the transitional school program exhibited 
an ability to involve the students in creative ways. They, too, 
were very dedicated in their activities. 

o The student's files were complete with up-to-date social service 
reports, assessments, treat:m:mt plans, and program notes. 

o The newer staff were enthusiastic about the program, as were the 
seasoned staff, but the newer ones were controlled and much nore 
protectiVe of the program. 

o The nean c:.,ge of campers at entry was 12. 7 years. 

o The mean age of campers at time of on-site visit was 13.7 years. 

o The program involved a major portion of tine in daily "camp 
keeping chores" and routine acti vi ties. 

o 'Ihe use of peer pl."6ssure oombined with a very ooncrete, and structured 
program produced a very comfortable environrrent for sa:re youth, was 
highly traumatic for others (particularly those with poor corrmunica­
tion skills or anxiety prone), and was very powerful in producing 
conforming behavior. Yet, many counselors noted that the youth were 
as equally susceptible to peer influence when they went hone on hare 
visits and came back talking of drugs, alcohol, and mischievous 
behavior. 

o A wide divergency in the skills of the counselors existed particularly 
in understanding group dynamics and therapeutic group techniques. 
There was a definite need for training in this area. Unfortunately, 
less skilled counselors are not always paired up with the nore skillful 
staff. 

DISCUSSION OF ISSUES 

The John Howard Association recatm2l1ds the following issues be addressed by 
the State of North Carolina in relation to the Eckerd Wilderness Camping 
Program. 

1. Definition of the Target Population 

The Depa.rtrrent of Human Resonrces publication describes the Eckerd 
Wilderness Educational System camping Program in North carolina as 
"an alternative treabl>ent process for children who have behavioral 
problems and/or are in conflict with the law. Therapeutic Camping 
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Table #2 

Age of Campers at Entry 

Six M::mths After Start-Up Date 

CAMPS 

E-Mlm-Ta1ee E-Ma-Henwu E-Ku-Surree 

No. % No. % No. % 

2 4.9% 2 4.6% 1 2% 

5 12.2% 3 6.8% 0 0 

0 0 2 4.6% 5 10.2% 

8 19.5% 9 20.4% 6 12.2% 

13 31.7% 14 31.8% 15 30.6% 

8 19.5% 10 22.7% 9 18 .. 4% 

4 9.8% 4 9.1% 13 26.5% 

1 2.4% 0 0 0 0 

41 100% 44 100% 49 100% 

12.7 12.7 12.7 

. 

E-'lbh-Kalu I 

No. % No. % 

2 4.2% 7 3.9% 

5 10.4% 13 7.1% 

6 12.4% 13 7,,1% 

8 16.7% 31 17% 

8 16.7% 50 27.5% 

12 25% 39 2105% 

6 ',2.4% 27 14.8% 

1 2.1% 2 1.1% 

48 100% 182 100% 

12.7 
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Age 

9 

10 

11 

12 

13 

14 

15 

16 

Unknown 

Total 

Mean 13.7 
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Table #3 

Age 
of Campers at the 

Time of the On-Site Visit 

E-Mun-Tal~ E-Ma-Henwu 
No Sl, . 0 No. % 

0 0 2 3.% 

< 

4 8.2% 1 1.9% 

0 0 5 9.3% 

6 12.2% 9 16.7% 

6 12.2% 9 16.7% 

10 20.4% 11 20.4% 

14 28.6% 7 13% 

5 10.2% 5 9.3% 

4 8.2% 5 9.3% 

... 
" 

49 100% 54 100% 

Mean 13.2 
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Program is an alternative to s~cially designed camrunity or 
institutional programs." 

Materials fran the F.ckerd Wilderness Educational System (EWES) 
identify the major thrust of the program as a therapeutic service 
for errotionally disturbed yet'.th who might otherwise need psycho­
logical or psychiatric services. The official brochure of the 
Eck.erd Foundation describes the program as serving children fran 
ages 8 to 15 who have been professionally diagnosed as having 
errotibnal problems. Other support materials emphasize errotional 
problerrs and targeting the program for errotionally disturbed 
children. DePCl..rt::nent of Human Resources staff describe the 
program as designed to serve a broad range of children with 
behavioral problems. 

The variance in these descriptions requires a clarification and 
delineation of the definition as to target population. The data 
on admissions and the consultants' observation of files and campers 
indicates the proqram is serving a broad range of children with a 
variety of problans. It is clear that it is not a ITEIltal health 
oriented program in that there are no fonna.l psychological or 
psychiatric services or regular oversight by ITEIltal health staff 
for the State of North Carolina. 

Many I'brth Carolinians including several rrerobers of the Governor I s 
Advocacy Council on Children and Youth thought the program was 
designed to serve as an alternative 1:0. 'b:'a,urin3' schx>l. A h±st:.c;;,ri:cal 
review indicates that the program emanated out of interest of 
ITEIltal health professional& not correctional professionals. 

A look at 'the source of referrals to the program as of Februru:y 13, 
1981 (Table #6) reveals that about 30% of the referrals care fran 
the courts. About one-fifth are fran mental health, and a little 
under one-quarter are fran social services. Public instruction 
provid~s 16.9% of the referrals. Nearly 65% of the referrals 
generated for this service are caning from. areas otb~ than those 
traditionally associated with the courts or lawenfo$.=m:mt. 

,,-t 

Table #5 lists the contacts ymmgsters with prior court history 
have had with the court. Table #7 lists the types of offenses 
youth are charged with when caning into the Division of Youth 
Services. A canparisbn shows that youth camri.tted to DYS have 
bee.11. charged with an offense and a major 'portion of the remainder 
are only guilty of being dependent or have carmitted a status 
offense. C)ne can quickly ~rceive the major difference in the 
types of behaviors exhibited by youth who go to camp as opposed 
'to the training schools. While EWES serves as an alternative 
to other programs, it is clear that it is not an alternative to 
training schools for a significant number of youth. 

Perhaps the program and the admission screening canmittees are ;. 
focusing on youth who are pre-delinquent. If this is the case, 

., 



- 88 -

why would these youth be staying longer pericx1s of tine than their 
delinquent counterparts in training schools without the benefit of 
due process of court ccmn:i..t:ments? One would assurre that there is 
sane kind. of correlation between less serious delinquent behavior 
and le~s serious personal/errotional problems. 

The policy question to be decided by North Carolina officials relates 
to the identification of a priority youth service population in ex­
pending limited resource~ particularly those as expensive as any 
residential care program in light of the cost and length of stay 
infomation of the EWES Program. This policy decision makes no deci­
sian as to the quality of the program but rather focusing the program 
on priority of target population. 

2. length of Stay 

Table #4 identifies the length of tine campers have been at the three 
caIIq?s viewed. by the consultants. It should be noted that alrrost 30% 
of the campers at these facilities have been in the program 1 1/2 years 
or longer. At the E-Mah-Henwu camp none of the students in the transi­
tional program have been in the camp less than 20 rronths. For youngsters 
in this transitional program this length of ti.rre represents 12% to 14% 
of their life span. There is a concerted effort in the North Carolina 
Program to reduce the length of stay. A sp:!cial procedure as an adden­
dum to the contract requires that a progress report be prepared on any 
child not expected to leave the program within 12 nonths and in addi­
tion any extension beyond the 15th rronth must be requested in wri t;:ing 
and have the approval prior to the expiration of the 15th rronth. EWES 
expect that 50% of the population will have been in the program seven 
nonths or less once "the transition to the 15th rronth limitation has 
been completed. 

The length of stay raises the following concerns: 

a. The voluntary nature of the ccmn:i..trnent with lack of any due 
process because youth are not comnitted by court, should cause 
the length to be examined. Although comparison with the train­
ing school population average length of stay (10.1 rronths) is 
not totally valid because the populations are different, the 
question rercains what behavior would support a length of stay 
of one year to 15 rronths without t.he benefit of due process 
given the less serious and less frequent law violations. 

b. There currently exists no formal criteria for release or 
graduation other than the internal treatnent team process 
at tie camp and the new formal procedure of review. A process 
of voluntary conmit:rcent that allows the contract manager, EWES 
staff, and referring agency to solely decide on criteria for 
release does not provide ::tdequate external review. 

.. 

-~- --------------~-

t 

I 
1 ,. 

• 

M::>nths 

0-1 
1 
2 
3 
4 
5 
6 
7 
8 
9 
0 
1 
2 
3 
4 
5 

7 

1 
1 
1 
1 
1 
1 
16 
1 
18 
19 
20 
21 
22 
23 
24 
25 

E-Mun-Talee 

4 
0 
5 
5 
4 
2 
0 
2 
0 
0 
1 
0 
1 
2 
0 
5 
1 
3 
4 
9 
1 
0 
0 
0 
0 
0 

49 
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Table #4 

length of Stay for Campers 

At Time of On-Site Visits 

E-Ma.-Henwu E-Toh-Kalu 

8 0 
6 3 
5 3 
0 2 
1 5 
5 3 
1 6 
1 1 
0 4 
0 2 
0 1 
0 1 
1 6 
1 0 
0 1 
0 3 
0 0 
0 0 
1 1 
2 1 
2 0 
6 0 
3 0 
4 0 
6 0 
1 1 

54 44 

--- ---~~--------~ 

Total 
Number Percent 

12 8.2% 
9 6.1% 

13 8.8% 
7 4.8% 

10 6.8% 
10 6.8% 

7 4.8% 
4 2.7% 
4 2.7% 
2 1.4% 
2 1.4% 
1 0.7% 
8 5.4% 
3 2.0% 
1 0.7% 
8 5.4% 
1 0.7% 
3 2.0% 
6 4.1% 

12 8.2% 
- 3 2.0% 

6 4.1% 
3 2.0% 
4 2.7% 
6 4.1% 
2 1.4% 

147 100.0% 



Type of Contact ~-Mun-Talee 

No. % 

. * No Pn.or Court 
History 16 39% 

Prior Cour.t 
History 25 61% 

Dependent/Neglect 8 12.9% 

3tatus Offense 15 24.3% 

Property Cr:ime' 22 35.5% 

Probation Violation 4 6.4% 

Drug Offense - -

Minor Person Crime 7 1.0% 

other 6 9.6% 

Totals 62 100% 

- 90 -

Table #5 

Court Contacts For 

Youth in Camp 

Six Months After start-Up 

E-Ma-Henwu E-Ku-~ 

No. % No. % 

16 36.4% 16 32.7% 

28 63.6% 33 67.3% 

4 8% 1 1.4% 

-S 16% 17 24.2% 

30 60% 42 60.0% 

3 6% 4 5.7% 

- - - -

4 8% - -

1 2% 6 8.7% 

50 100% 70 100% 

F,-'1bh-Kal11 

No. % 

17 35.4% 

31 64.6% 

6 9.4% 

20 31.2% 

30 46.8% 

.6 9.4% 

1 1.6% 

1 1.6% 

- -

64 100% 

* Represents numbers of campers and the percentage of campers. All other 
figures represent contact with the court and percentage of contacts. 

No. 

65 

117 

19 

60 

124 

17 

1 

12 

13 

.246 

r. 

Total 

% 

35.7% 

64.3% 

• 

7.7% 

24.4% 

50.4% 

6.9% 

.4% 

4.9% 

5.3% 

100% 
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Table #6 

Source of Referral 

December, 1977 to February 13, 1981 

Ed-Mun-Talee E-Ma-Henwu E-Ku-Sumee E-Toh-Kalu 
Req'ion Region Region Reqion 

44 41 70 85 

2 3 5 6 

32 56 46 35 

21 24 53 41 

30 23 56 87 

8 7 16 12 

1 1 10 7 

138 155 256 273 

Total State 
Nunber % 

240 29.2% 

16 1.9% 

169 20.6% 

139 16.9% 

196 23.8% 

43 5.3% 

19 2.3% 

822 100% 

'. 
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Table #7 

New Admissions 

Division of Youth Services 

FY 1978 - 1979 

Offense Type Number Percentage 

Delinquent - Person 133 16.9% 

Delinquent - Property 622 78.6% 

Delinquent - Victimless 28 3.5% 

Delinquent - Other 8 1.0% .' 

'" 
Total 791 100% 
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c. The availability of services to re-integrate youth back to 
the hc:.rre may contribute to the length of stay. The EWES is 
to be oonmended for its emphasis on family wurk as exhibited 
by family ~rkers in the cornrmmity. ~ver, it may be that 
the lack of adequate preparation and resources hinders the 
tllrely rroverrent of the child back into the corrmuni ty • This 
should be explored. 

d. Tenninations from the program either by a youth running away 
and/or the parents withdrawing the youth prior to ccnpletion 
of the program should be examined. Termination should not 
always be seen as negative. In fact, it may be that parents 
and/or youth realize that they may have progressed as far as 
possible or desirable anGli want to exit the program prior to 
fonnal program sanctioning of this decision. In any case, 
a thorough evaluation as to the reasons for tenninations 
should be undertaken. 

e. Whether one utilizes the $68;,000 figure or the lcmer figure 
when considering cost, the cost per student is oontrolled 
to a great degree by length of stay. The Eckerd Program is 
not an expensive program as compared to other residential 
programs for a variety of reasons (e.g., physical structures. 
central purchasing and other factors). However, the lengb.'1 . 
of stay does dri~e the oost per youth up oonsiderably. 

Educational Canponent 

The Educational Ccxnponent is an alternative educational program and 
is consista"1t with the l'ibrth Carolina Depart:rrent of Public Instru~ctiorls 
Program for handicapped children. Individual education programs are 
developed for each child. The camping program delivers basic educa­
tional programs through incorporation of daily program activities 
9l1-going in regular basic educational skills developrent. 

The addition of the transitional classroom has greatly enhanced the 
ability to deliver quality ec.:llCational services in addition to the 
on-going the:rre program and library program which expose a youngster 
to various educational opportunities. 

The issue at hand is not in the philosophy of the educational program 
but the irnplerrentation given the length of stay. There are many 
benefits which could be accrued to campers fran the transitional 
classrocm earlier in the YOlmgster I s stay in the program. Consultants 
observed a lack of oonsistency in the irnplementatlon of the basic 
educational tcx>ls (i.e., manu planning, therre develq;:m;mt, planning 
for trips, etc.) from camp to camp ar:d group to group and counselor 
to counselo~. 

'lWenty to twenty-fiVt3 percent (20%' to 25%) of a youth IS academic life 
could be spent at carrq;>. fure fonnal and regular involvercent in the 
education process is needed • 

--
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RECCMMENDATlONS 

'!he JOM Howard Association provides the following reconnendations for 
carisideration in resolution of the issues raised. 

1. The EWES Program target population should be defined so as to 
insure that a mininn.nn of 50% of its youth served be as an alterna­
'live to training school. lfT in fact, one of the training schools 
is closed, this would be a particularly helpful tool in re-integrating 
youth into alternative programning. M::>re work should be conducted 
utilizing the screening team and the DYS comnunity-based program 
feOple to insure that b'1e camping program does provide this minimum 
50%. While the state has a mandate to serve all troubled youth, 
those fonnally corcmitted by the o::mrt for violation of the law 
should be top priorityo 

2. The length of stay should be examined with the following suggestions: 

a. A mandatory six rronth case staffing chaired by a Depart::ITent 
of Human Resources clinically trained ~f perron not involved 

-----~----

' .. 

in the contractual procedure ~l:ould,b,3. h;Uq to insure that continued involve-
m:mt in the camping program is warranted. The burden slnlld J:::e 
the program staff and referring agencies to document the need 
for continued participation. If the target population is 
emotionally disturbed youth, then this review should be con­
ducted by a psychologist or psychiatrist on a nore frequent 
basis 0 

b. '!he develo:prent of written criteria for program completion. 

3. 'lhe educational canponent should be re-evaluated to insure consistent 
implerrentation of the alternative education program and fo:rmalizing 
sane of the valuable aspects of the transition classroan, earlier in 
the youth J s stay. 

4. The adnissions policies and procedures for tre Ems pro:rran shJuld 
l:e studied. 
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