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FOREWORD

As part of its legislative mandate, the Governor's Advocacy Council on
Children and Youth is charged with conducting "a continuing review of existing
state govermment programs for children and youth and their families." In ful-
filling this mandate, and using funds received fram the U.S. Office of Juvenile
Justice and Delinquency Prevention, the council contracted with the Joln Howard
Association of Chicago, Ill., to assess the state's training schools and thera-
peutic wilderness camps.

The John Howard Association was chosen after careful scrutiny of their qua-~
lifications as experts in the juvenile justice field and their objectivity
regarding North Carolina. The Association has provided consultation services
to more than 30 states in the past five years, giving them a hroad base for
camparison.

I would especially like to thank the GACCY members, Linda Roberts and
Elijah Peterson, who joined me in visiting the facilities with the monitoring
team. Also, thanks are due to the GACCY staff who plamned and conducted the
visits - Anthony Brown, Marian Durham, and John Niblock. Major credit for the
study, of course, goes to the John Howard Asscciation and its staff who con-
ducted the study: Michael Mahoney, Executive Director, and Don Jensen and
Shirley Goins. Their professionalism and concern for young people is evident
in this report. ;

It should be noted that this report is not meant to give an in-depth ana-
lysis of the training school and therapeutic camping system. The council recog-
nizes that this would be impossible in the limited time available to visit each
facility. Instead, the report is intended to point ocut areas which the council
feels are weaknesses and offer suggestions for improvements.

As always, the council offers its full support to the Department of Hman
Resources in carrying out the recommendations in this report.

Ruby B.-Milgram, Chairman
Governor's Advocacy Council
on Children and Youth
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EXECUTIVE SUMMARY

As part of an ongoiny monitoring of youth sexrvices, the Governor's Advocacy
Council on Children and Youth contracted with the John Boward Association,
a private nonprofit agency in Chicago, Ill., to conduct an independent
assessment of five training schools operated by the Division of Youth Ser-~
vices, DHR, and the Therapeutic Camping Program operated by the Eckerd
Wilderness Educational System under contract fram the Department of Hman
Resources.

The Association consultants conducted wisits to the training schools and
camping programs during Feb. 16-20 and March 2-6, 198l. As a result of these
visits, the Association prepared a working draft report incorporating its
obsexrvations, received written and verbal responses, and then wrote tiiis
final report, which contains essentially three major sections. These sec-
tions discuss observations regarding the general issues for the Division of
Youth Serv:.ces, observations and recammendations for individual training
schools, and issues and observations regarding the Therapeutlc Camping
Program.

The Division of Youth Services received 845 admissions d‘urihg calendar year
1980. These youngsters were served by the five training school facilities,
four of which serve regional areas and the one which serves the entire
state. To serve these youngsters, the Division has attempted to develop a
uniform statewide treatment philoscphy and program, "Mainstream Program
Model.® This model includes the develomment of individual treatment plans
and individual education plans for each youth. Other achievements of the
Division include:

6 A policy manual for all personnel;

o Special programs to meet individual needs;

o A substantial cammitment to staff development;

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

o A major camitment to the treatment team concept.
With the recognition that these accamplishments and camitments provide a
sound basis for progress within the DYS training school programs, the Asso-
ciation makes eight major recamendations for the Jmprovenent of the state-
wide system as a whole. These are:

1. The Division of Youth Services, in cooperation with local cawmunity-

based agencies and the Administrative Office of the Courts, should

work to continue to reduce the nmumber of young people cammitted to
the Division's training schools.
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2. The pre-disciplinary due process procedure should be followed in
all cases when significant punishment is at stake for disciplinary

infractions.

3. The Mainstream Program needs continued support and clarification
to all staff, so as to ensure consistency in this overall program

strategy.

The Division needs to strengthen the develomment of the individual
treatment plans and the treatment teams through quality control and

training.
5. The Division needs to develop same secure bed sgpace.

6. The Assigmment to the Wing Program should be revised to include
an in-school suspension program at all training schools, vhere

feasible.

The Division should assume a pro-active stance to involve families

7.
more actively in their programming, even though the Division of
Youth Services is not primarily responsilkle for family work.

8. Additional program options to the Mainstream Program should be

developed to ensure youth with special needs and those who cannot
adjust to the Mainstream Program are served. These coptions would
be in addition to the Division's already successful ventures--the

Re-Education and Crossrocads Programs.

Included in the final report for the Governor's Advocacy Council on Children
and Youth are descriptions of the five training schools and their programs
as observed by the consultants. These descriptions include an cutline of
the strengths and weaknesses of the facility and program, as well as several

recamendations for improvement.

The Association also visited and observed programs at three of the four
therapeutic camps operated by the Eckerd Wilderness Educational System in
North Carolina. These camps can serve a maximum of 240 youth and with the
amended agreement with the State of North Carolina the camps have to serve
a minimum average daily population of 224. As of Feb. 16, 1981, there were

201 children housed in the four camps.

The Association in its report targets and discusses three major issues which
need to be acdressed by the State of North Carolina in relation to the Eckerd
Wilderness Camping Program. These issues include:

o The further definition and delineation of the target population
to be served by the program;

o The length of stay for youngsters in the program and the process
regarding their departure; and,

o The type and nature of the educational programuing provided for
youth at the therapeutic camps.
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;1\‘ In regard to alove issues, the Association made the following recamendations:

The length of stay should be : : _
suggestions: Y examined with the following

Tl'xe Admissions process for the therapeutic' camps should be studied
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The North Carolina Governor's Advocacy Council on Children and Youth (GACCY)
as part of their ongoing monitoring of youth services contracted with the
John Howard Association, a private not-for-profit agency in Chicago, Ill.

to conduct an independent assessment of five training schools operated by
the Division of Youth Services of the Department of Human Rescurces and four
Therapeutic Camping Programs$ operated by the Eckerd Wilderness Educational
System under contract with the North Carolina Department of Humman Resources.

The John Howard Association has conducted similar assessments and consalting
efforts in juvenile training schools and other alternatives to incarceration
in more than 30 states throughout the United States in the last five years.
The Association staff and consultant have a canmbined total of 45 years of
experience with Juvenlle training schools, carmunlty'-based agencies, surveys,
and consultation in the juvenile justlce field.

The Association consultants, acccmpanled by staff and members of the
Governor's Advocacy Council on Children and Youth, conducted on-site visits
at five Division of Youth Services Training Schools and three of the four
Eckerd Wilderness Camping Programs in the State of North Carolina during
Feb. 16-20 and March 2-6, 1981.

Prior to the onsite visits to the facilities, brlef:ln;s were held with staff

of the Department of Human Resources, Division of Youth Services, the contract
manager of the Department of Human Resources and staff of the Eckerd Wilderness
Camping Program. Following the on-site visits, the Association prepared a
working draft report which was circulated to the Governor's Advocacy Council

on Children and Youth, the Department of Hman Resources administrative staff,
Division of Youth Services staff and representatives of the Eckerd Wilderness
Camping Program. Written caments were received and a subsequent meeting was
held on April 1, 1981, to discuss the draft and re-written responses.

In addition to the distrilution of the working draft report and the written
caments received by the Department of Human Resources, the Division of Youth
Services and the Eckerd Wilderness Camping Program, 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.

The Association campleted the following activities:

A. A review of written material prior to the on-site visits. .
Such material included:

lo) Program descriptions; ‘ j
o Goals, objecta.ves, mlss:uon statenents,

N

o , Policy and procedure manuals; R

T TR e MR e
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o Descriptive data of the Juvenile Justice System including for
1980 the total number of juvenile arrests, juvenile court
petitions, juvenile adjudications, and commitments to institutions; and

o Demographic data of institutional populations including age, sex,
rate, offense, previous placements (i.e., foster home, group hame,
private residential placement, probation, etc.).

B. On-site assessment ,

o Tour physical plant;

0 Review of table of organization, staffing patterns;

o Staff qualifications, training and supervision;

o Interviews with key staff members;

o Interviews with sample of youth residents;

o Observation of program and activities; and

o Review of randam sample of case files.

This report provides the consultants' description of the current situation
and the following analysis:

o Campliance with recognized standards (i.e., American Correctional
Association, Institute for Judicial Administration/American Bar
Association, and others);

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

o Camparison with practices in other jurisdictions; and

o Consultantd opinion based upon perscnal experience and knowledge
of advanced practices in the field.

Throughout the conduct of this assessment, the Association would
like to recognize the excellent cooperation and support of North Carolina
officials and specifically:

o Staff and members of the Governor's Advocacy Council on Children
and Youth; ’

o Department 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 Eckerd Wilderness Camping Program.

S e e o S et
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‘In all cases, the Association received excellent cooperation and was treated

in a professional and courteous manner.

The John Howard Association attempted to identify both strengths and weaknesses
and provide recomendations that could be implemented by building on existing
strengths. Although attempts were nade to identify as many strengths as
possible and to recognize the excellent dedication, commitment and diligent
work of the individuals at the administrative, staff;and line level at all

the facilities, the Association desires to be on record in this

report recognizing that North Carolina can truly be proud of many of its staff,
facilities and services. The intent of this report is to help North Carclina
officials assess areas that need continued support and development in forming
a partnership with the Governor's Acvocacy Council on Children and Youth and
administrators and staff who operate the day-to-day programs.

it
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DEPARTMENT OF HUMAN RESCURCES

DIVISION OF YOUTH SERVICES

The Division of Youth Services (DYS) within the State of North Carolina
Department of Human Resources (DHR) operates five training school
facilities. Four serve regional areas of the state. The fifth, a more
secure facility, serves the entire state. The consultants visited

all five of these facilities. Included in this report is a separate
discussion of the consultants! observations at each of these schools.

' Same more general issues which affect the Division of Youth Services are

discussed in this overview sect:uon of the report.

During ca;endar year 1980, DYS recelved 700 new admissions and 145 conditional
release revocations for a total of 845 admissions for the year. As can be
seen fram Table #1 approximately 17% of the new admissions were females and
83% males, 45% black, 51% 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 non-whites,
for a total population of 457,893 in that age group. Therefore, the racial
breakdown of the state for these youngsters is approximately 73% white and

37% non-white. With D¥S receiving nearly 49% non-white, new admissions,

there are a number of policy issues which must be addressed. This higher
percentage of non-white youth should require staff:mg patterns which tend

to reflect a similar representation of non-whites in the institutional
personnel. The data consultants received fram the Department of Adninistration,
Office of State Personnel, did not allow for a determination of the current
number of non-whites employed 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 between

the xac:Lal balance of the staff and racial balance of students

The Governor's Advocacy Courcil on Children and Youth (GACCY) should guestion
why the state is comitting non-white youth at a rate that is almost one-third
higher than their representation in the general population. Although the
answer to that question often can be found in examination of the court system
and its operations, it is alsc a question that needs to be addressed ny

DYS. DYS's cammunity-based alternative services prov1de a variety of
programs designed to pramwote the concept of deinstitutionalization Hr
non-delinguent youth and minor offenders. Data fram the last six morths

of 1978 revealed that 71% of the youth going into DYS c'awmnity-based
residential programs were white as opposed to the 29% non-white. This may
indicate a greater emphasis is needed in encouraging the court to use
ocmrrunlty—based programs rather than institutions for non-whites if there

is a need for a residential placement. More current data and a more
detailed analysis is needed to thorouthy address these issues.

In calendar year 1979, J.nfonr.latlon fmm the police’ information netwozk

indicated there were 12,512 youngsters under the age of 16 arrested. For
that same year, the Administrative Office of the Courts revealed that

, ll 247 oompla:.nts from law enforcement officers were received by intzke
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TABLE #1

DIVISION OF YOUTH SERVICES
NEW ADMISSIONS

CALENDAR YEAR 1980

Adm. | Girls % |Boys % |Black % |White & |Cther % ||% of Total

DILLON ' 16 1 (6% | 15 | 948! 9 | 56%| 7 | 448| 0O 2% 3

DOEBS 0163 | 19 "[12% |144 | 88%| 92 | 56%| 69 | 42%| 2 | 2% 233 -
'
JACKSON 140 23 |16% | 117 | 84%| 56 | 40%| 78 | 56%| 6 a8 || 20%
EVALUATION 181 42 |23% (139 | 77%| 51 | 28%|130 | 72%| O 26%
CENTER i
SAMARKAND || 200 34 |17% {166 | 83%|105 | 528 77 | 39%| 18 9% 29%
' Ave: Ave: Ave: Ave: Ave: ’
TOTALS 700 | 119 |17% | 581 | 83%| 313 | 45%| 361 | S51%| 26 4% 100% i
, ;
L
|
; |

N
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officials for the courts. Delinquent petitions on 8,553 were filed as a
result of these camplaints and others submitted from other sources (there:
were 13,687 total delinquent complaints processed). Although the Administra-
tive Office of the Courts did not have available at this time statistics
regarding dispositions for adjudicated children, it is known that

700 were camitted to DYS institutions. Experience nationally has shown
that approximately 1.5% of juvenile arrests result in camitment to a
training school or correctional facility. For the State of North Carolina,
that would mean about 190 cammitments for the calendar year of 1979.

Charts 1 and 2 indicate that even though the state's cammitment to
Ainstitutions has dropped dramatically sincel972—when it had more children

in training schools than any other state in the nation——it still is camitting
an excessive number of youth to these facilities. When one also adds in
those youth 14 through 17 that were processed as adults and caomnitted

to the Department of Corrections, it is evident that the institutional
population for this age group has not dropped as dramatically as one would
have hoped. There is still a need to divert more youth fram these
facilities.

Table #2 reveals the committing offenses for the 700 new admissions for
calendar year 1980. Although it is difficult to make judgements concerning
seriousness of behavior simply fram categoric charges, it can be seen fram
this table that a large proportion of the youth are camitted for noa“violent
and/or relatively non-serious dellnquent activities.

An interesting study campleted in March of 1980 by the Center for Urban
Affairs and Camunity Services looked at a sample of delinguent youth
camitted to DYS that were housed in facilities during the latter part of
1978. They found that the mean number of court contacts for delinquent
youth was 3.3 times. However, a more revealing statistic around these
contacts was the court response. The most frequent court response was
‘cammitment to the training school. This occurred 44.4% of the time.
Probation was enly used 30.7% of the time while continuing youth on
probation occurred 12.1% of the time. This under-utilization of probation
as a disposition is very unusual and may represent a tendency of the courts
to rely heavily upon institutionalization as a response to delinguency
problems. A 1978 survey of juvenile cammitment orders by DYS found 32%
contained no findings of factthat cammunity alternatives to ccnm'lment were

considered as required by law.

This reliance upon mstitutionelizétion for a wide variety of youth creates
management and programmatic problems for DYS. On one hand they have to
control and treat some very aggressive, severely delinguent youths

‘n the other hand, they have a large population of relatively non-violent

youth that they must both protect and control. It is this latter group
that often presents more administrative problems for the Division since
they tend to run more frequently or "rebel" against the system they think -

" is treating them unfa:u:ly. A mumber of staff at the training school

expressed the opinion that 50% to 70% of current students could function
in ccmmunlty pmgrams .
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CHART #1

JOHN HOWARD ASSOCIATION
JUVENILE COURT CASE PROCESSING
(Standards and Flow Chart)

PRE-TRIAL CUSTODY

T
t
]

DISPOSITIONS

ARRESTS FOR
DELINQUENCY:

COURT INTAKE:

NON-SECURE:
SHELTER AND
HOME DETENTION;

SECURE
DETENTION
FACILITY:

NUMBER AND TYPE
OF JUVENILE
COURT CASES:

ACTIVE
SUPERVISION:

TREATMENT :
Institutions: 1.5
Comm Facilities:

1

50

10

25

12

OF 100 JUVENILES ARRESTED FOR DELINQUENT ACTS, NOT INCLUDING TRUANCY, RUNAWAY, INCORRIGIBILITY:
1

50 ARE REFERRED TO THE JUVENILE COURT ! 50 ARE STATION ADJUSTMENTS OR AGENCY REFERRALS

1 25 DIVERTED TO NON-
25 REFERRED TO COURT 1
y JUDICIAL RESOURCES

THE JOHN HOWARD ASSOCIATION'S

JUVENILE JUSTICE SYSTEM

NORMATIVE ANALYSIS SCALE

FORMAL : INFORMAL

t
range 1C-15 range 10-i5

(U NAS)

AN ILLUSTRATION OF NORMS ESTABLISHED BY
THE JHA AND OTHER AUTHORITIES IN REGARD
TO THE PROPER AND DESTRABLE PROPORTIONS
OF VARIOUS SERVICES. AND ACTIVITIES WITH=
IN THE JUVENILE JUSTICE SYSTEM.

PROBATICN

Range 10-15

THE SCALE IS BASED ON -REALISTIC ATTAIN-
ABLE GOALS THAT HAVE BEEN DEMONSTRATED
BY THE BEST EXISTING PROGRAMS.

Lco

-

T e s g ez ey

I

1,265
Diverted by

Law Enforcement

(10.1%)

CHART #2

NORTH CAROLINA
CASE PROCESSING CHART

1979

12,512
Delinguency Arrests

N

WV

11,247
Referred to
Court
(89.9%)
2,440
<€ Referrals from

q, Other Sources
8,553
New Petitions
to Court

placed on

supervision

7

700+ : other
to Division of dispositions
Youth Services R
(5.6%+)
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TARLE #2

DIVISION OF YOUTH SERVICES
COMMITTING OFFENSES

CALENDAR YEAR 1980

OFFENSES

Murder and Hon-negligent Manslaughter

Forcible Rape '

Armed Robbery and Attempted Armed Rohbery

Aggravated Assault (Assault with a deadly weapon)
Burglary

Larceny - Theft

Motor Vehicle Theft and Attempted Motor Vehicle Theft

Arson

Assault

Assault on an Officer
Carryving a Concealed Weapan
Sexual Assault

Breaking and Entering

Aiding and Abetting
Breaking, Entering and Larceny
Comunicating Threats
Concealment of Merchandise
Crime 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
Obtaining Money under False Pretense
Opsrating Motor Vehicle Without License
Peeping Tom '
Possession of Fireworks
Property Damage
Purse Snatching
Receiving Stolen Property
Reckless Driving
Shoplifting
Tampering with Automobile
Trespassing
mauthorized use of Motor Vehicle
Violation of A.B.C. law :
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During calendar year 1980 there were almost as many incidences of runs from
the schools as there were incidences of new admissions. There were 692 runs
fram the schools that year and an additional 75 runs from hame visits for

a total of 767. All but 31 were returned. Since four of the five DYS
institutions have no perimeter security, it is relatively easy for a
youngster to run away. In addition, it is often difficult to supervise

and monitor 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 which have direct responsibility for the
youngster's day~to~day living activities. This is generally the cottage

life area. There must be sufficient staff to allow one to spend individual
time with youth rather than simply being involved in the day to day adminis-
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 positions

rather than gaining them. Since July of 1980 there have been 30 posiiions
lost Division-wide and 10.5 will be gone by October 1981. DYS cannot continue
"to lose staff without having any corresponding dimirmitition in the number of
children it serves in its facilities. -

DYS FACILITIES AND CAPACITIES

As of Feh~ 26; 1981, DYS has set two population capacities for each of its
facilities. The first is a “maximum workable® population which generally
indicates the level at which a school can operate before the quality of its
treatment services begins to deteriorate because of population pressures.
The second capacity is the absolute maximun population based on available
bed space. Table #3 reveals these population capacities for each facili
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
months as of May 1980) the cost per youth. is about $15,200 per year.

In viewing the roams and living space for youngsters, the consultants noted
that the single roam accamodations were often below recamended national
standards. These standards recamend that all youth be housed in single
roans that contain at least 70 square feet. Dobbs School, Samarkand Manor,
and the C. A. Dillon School all have same areas of dormitory style sleeping.
However, the Stonewall Jackson School predaminantly houses its youngsters

in a domitory—style areas., These three-story buildings need to be phased out.
They are difficult to supervise, allow much easier opportumity for physical
abuse of both children and staff, and provide little 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 same
of the cottage areas needed to be cleaned and repainted. In general, the
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TARLE #3
DIVISION OF YOUTH SERVICES

INSTITUTIONS

Maximum Workable Populations

Male Female Total
65 25 90
90 16 106

110 20 130

130 40 170

125 30 155

520 131 651

Absolute Maximun Populations

Male Female Total
75 33 108

102 20 122

125 25 150

144 48 192

150 40 190

596 166 762

Average Daily Census for Calendar Year 1980

Male Female Total
64 15 79
109 14 123
112 19 131
117 23 140
142 23 165
544 94 638
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physical condition of the facilities was equal to or better than that of
training school settings in other areas of the country.

MANAGEMENT

All schools in the system seem to have attempted to develop a system of
participation management which rests heavily on good camminications and
frequent meetings between top administrators in the institution. At the
time of the on-site visit, C. A. Dillon School was understaffed because
several key administrative positions were vacant. The top administrative
teams at the Stonewall Jackson School and the Juvenile Evaluation Center
seem to be lacking in non-white leadership while the Dobbs School was
lackmg white leade.rshlp in these top level positions. Other management
issues are addressed in the individual school : reports.

There is a high rate of turnover in same areas particularly cottage life.

Since July 1, 1979, 259 state employees left the training schools and 141 of them
were fram the cottage life area. This h:Lgh turnover causes problems for
training.

Each new employee is required to receive 160 hours of training during
his/her first year of employment. Staff separations during the

first or second year of enployment means that DYS has invested

a great deal of time and money in the training of these individuals but

is able to enjoy the benefits of this training for only a very short period
of time. In addition, there is-a large cadre of state workers who were
anployed prior to July 1, 1974 when the new training regulations went into
effect. As of March 1, 1981, there were 307 employees that had been with
them for more than seven years. Many of these individuals are in key
positions particularly in regards to the operation of the Mainstream
Program model 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 would include:

o A firm grounding in the premises and theory behind behavior
modificiation programs;

0 Small group dynamics;
o Treatment team processes, goals, and operations; and
o Therapeutic considerations for youth who have special emotional

or physical problems.

CHILD CARE/TREATMENT

During the consultants' visits to the five institutions, there was no
indication of systematic or widespread physical child abuse. Fram the
children interviewed there were very few indications that they had ever
been hit or had witnessed a staff person hit another youth. Canplaints
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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 control.

It was observed that in the ATW 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 envirorment.

As can be seen in the individual school descriptions to follow, the

consultants were concerned about the Individual Development Program (IDP)

on the campus of the Juvenile Evaluation Center. Youth housed in that

program can stay excessive lengths of time while being confined basically

to the wing area of one of the cottages. There is inadequate opportunity

for outdoor recreation or any activities which would take ther cutside the

cottage. It was also noted that the orientation program at the Jackson

School allowed for placement of youth in 24-hours of detention if they

received 12 points or more during the previous day. It appears that this

may be allowed by the detention policy outlined in the policy manual in

the Division of Youth Services Training Schools where it states that "the

use of detention shall be solelyfor the purpose of therapeutic intervention,

control and/or protection." There are eight criteria defining the above 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 the state training schools
which are to provide rehabilitation and treatment. Iegal cases around the
country generally rule against facilities when isolation is used as punish-
ment, as can be seen in the case of Pena v. NY State Division for Youth,
419F Supp. 203 (SDNY, 1976). The oourts have also ruled that isolation can
only be used when "...clearly necessary to prevent imminent physical harm
to the inmate or other persons or clearly necessary to prevent imminent
and substantial destruction of property." Morales v. Turman, 383F Supp. 53
(ED Texas, 1974). :

Although DYS has a grievance procedure to appeal a decision, this sometimes is

not followed due to.logistical problems when there is disciplinary action leading to
substantial deprivation of a youth's liberty--particularly entry into the

ATW Program, the IDP Program, the variations of ATW that exist at several
institutions, and transfer to more secure facilities. (See National Advisory
Camittee on Juvenile Justice Standard 4.54 Disciplinary Procedures.)

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
own language within 24 hours of arrival at the institution;

2. The juvenile must have knowledge of all administrative procedures,
rules, and regulations and be provided with a written copy; N
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3. The juvenile rmust be made aware of the reason far detainment
(where isolation or segregation takes place before the hearing);

4. There must be notice and an expeditious hearing during which the
juvenile is adaquately informed of the charges and given an opportunity
to be heard, to confront accusers, inspect and challenge any document
or evidence and introduce evidence and/or witnesses in his own behalf;

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

6. The hearing must be impartial, and preferably conducted by a panel
of at least 3 persons. The panel should not include the camplaining
staff person. Alsp, the cases strongly suggest and in same instances
dictate that the hearing panel should be camposed @f the superintendent,
director or acting superintendent or acting direcwor; and

7. A written record must be prepared in a form sufficient to permit

review (National Standards include findings, reasons, summary of
evidence relied on, sanctions, and reasons for sanctions).

QUALITY OF PROGRAM

The Mainstream Treatment Program provides the model for treatment that is
used by all of the DYS institutional facilities. The model is a cambina-
tion of a behavior management system and a reality therapy approach. It
attempts to bring together into one treatment team the various disciplines
which traditionally had been separated in training school enviromments.
Therefore, the treatment team consists of a social worker, the cottage life
personnel, and the academic representative, with supportive services provided
by medical, psychological, and psychiatric personnel. The treatment

approach calls for the development of individual treatment plans for each
youth which include individual educational plans. The individual treatment
plans set specific goals for children that need to be attained in addition

to their regular movement through the Mainstream Program. Youth accumlate
points which allow* them to move through the various levels of the system
which eventually brings about their release back to the cammmity. (With the
new N.C. Juvenile Code, this is not always true since youngsters cannot
stay longer in a facility than an adult would on a similar charge. Also, youth
caning to the Division who have determinate 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 commitment of the DYS facilities to this treatment model varies among
the institutions. Each has implemented the process in slightly different
fashions based upon their philosophical approach to treatment of youth, staffing
patterns, and physical facilities. A description of the programs and their
camponents such as education, counseling services, medical, recreation, and
cottage life, are included in the individual institution reports. There are
same general camments that can be made that affect the entire Division.

S
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The key to a behavior modification program is the common understanding of
all staff about what objectively constitutes the behavior which triggers the
awarding or withholding of points. These behavior management systems also
tend to rely heavily upon systems of penalties that allow for points to be
taken away. The behavior leading to the imposition of the penalty often is
subject to a high degree of discretion by staff. The carbination of
withholding points and arbitrarily imposing sanctions can lead to prolonged
confinement of same juveniles which would not be in their best interest.
This often is the result of inadequate staff training and administrative
monitoring 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 instructions™ can be either a moderate infraction
requiring a loss of 100 points or a minor infraction which requires only a
loss of two points. The key to whether it is a moderate or minor infraction
depends upon whether or not the staff member determines if this was a
"willfull and insubordinate failure to follow staff instructions." This
allows for too much discretion unless these texrms are very specifically

and objectively defined. Currently the Division does have a task force to
examing 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 towards a cammon goal related to the
individual education plan and the individual treatment plans of the
youngsters, various institutions differ on their ability to actually bring
this to fruition. Typically, the academic portion of the program remains
isolated fram this overall treatment approach even though representatives
fram the academic program are included in the treatment teams. This appears
to be particularly true at the C. A. Dillon School and Samarkand Manor
where teachers continue to express many feelings of isolation and separation
fram the rest of the school treatment program.

Although the Mainstream Program attempts to provide a camprehensive treatment
approach for all youth in the Division, it is obvious that there will always
be same youth who cannot fit in to that type of program structure. In a
response to this, JEC has developed and maintained an individual development
program, while Stonewall Jackson School and Samarkand Manor have both
developed extended or longer—term Assignment to the Wing Programs. These
programs tend to focus on kids who are acting out, runaway, or exhibit
aggressive or assaultive behavior. They suppress these behaviors by

placing greater and more stringent controls on the youthy mostly by confining
the youngster in a more secure setting and to a lesser degree providing

a more staff intensive program. Such programs as these will have to exist

at each facility if the regional concept continues to be maintained

because there will be a small minority of students that need a physically
secure envirorment. At this point in time, the regional facilities do not
really have this capability except by confining youngsters to a unit and simply
not letting them move cutside of that wnit. In the case of the IDP Program

at JEC this results in very lengthy periocds of confinement within the cottage.

The Division may have to consider the development of & specialized unit at one
of the two of the regional facilities which has perimeter security that would
allow for youngsters in the program to receive outdoor recreation and
activities. The goal of these units should also be to quickly

re-integrate the youngster back into the Mainstream Program of the school.
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The :i11§titutions will have to develop a wider variety of programs beyond
the mainstream treatment model. These programs may include a wilderness
stress or therapeutic camping programs such as found at JEC, a token
econamy program for youngsters that need a more concrete structure, a
Muatual Agrc_eenent Program that allows for contracted goals and objectives
and a specified release date, etc. This wider variety of satellite
programs emanating fram the mainstream model needs to be developed in
Qrder to meet the wide varieties of needs exhibited by the youngsters

in the regional facilities.

Cne final issue needs to be addressed by the Division. All of the training
schools are ecomeducational facilities. During calendar year 1980, the average

female population for any one of these programs ranged fram 11 to 25.

The effect of female students on institutions is considered positive, however
because they are so few in mmber, girls often are programed out of certain ’
areas of e.lctivities. The most glaring area is that of vocational training
aJ:xd'v?catJ:mal programming. Since the number of girls caning to the

Division is small and many of them are caming for relatively minor offenses,
it is incumbent upon the Division to develop and maintain cammnity-based
resnigntlal and non-residential programs that could respond to the needs

gf thlsgroup The Division should be able to reduce the female population
1n institutions to a very minimal amount. It is the consultants' estimate
ti}at this may result in a statewide population of fram 40 to 50. With this
kind of an eﬁfort, the Division may want to explore the possibility of

having a regional unit program for girls. This would require increased
efforts fram the Division to help and encourage family visitation as well

as outreach work by family workers to maintain and ease the transition back
into the oarmunlty However, in the long run this may be more cost efficient
for the Division as well as provide more respcnsive programming for those few
females that require an institutional commitment.

SUMMARY AND RECOMMENDATIONS

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

o The develc_n:ment and implementation of a uniform statewide treatment
program (i.e., the Mainstream Program);

O Develomment and pramilgation of a Division policy manual for all
personnel ;

© Develomment of special programs to meet individual needs (e.g., the
‘Re-education and Crossroads Programs) ;

O Substantial camitment to staff development and training;
0 Four full~-time clinical chaplai_ns,-
¢ Full-time volunteer coordinator at each school :

© Accreditation of the academic school by the State Board of Education;
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o Reduction in overall cammitments by over 50%; and

o Initiation and major camnitment through treatment team concepts.

The accamplishments provide a sourd basis for the refinement and continued
improvement of the Division of Youth Services program and facilities.

The following recamendations are made in a spirit of building on the
progress to date. The recammendations in this section of the report are
those that focus on system-wide issues and not individual institutions.
These recamendations will not be repeated as they apply to individual
schools in the following sections of the report.

1. The Division of Youth Services, in cooperation with local cammnity-
based agencies and the Administrative Office of the Courts, should
work to continue to reduce the camitments to the Division of Youth

Services.

Discussion: Through the utilization of cammunity-based agencies and
" targeted funding in same jurisdictions to strengthen school
alternatives, it is the consultants' firm belief that the cammitments
can be continued to be reduced. Specific programs targeting for
females and the over-representation of blacks in the cammitment
population and under-representation in cammmity-based residential
programs should be stressed. Although the responsibility for
camnitments is not with the Division of Youth Services, it is
in its interest that it provide the leadership in working with
local organizations and courts to €nsure that only juveniles who
require confinement in training schools be camitted.

A pre-disciplinary due process procedure be ensured when significant
punishment is at stake for disciplinary infractions.

Discussion: Standards promlgated by the Institute for Judicial -
Administration, the American Bar Association Standards Project,

and The Administration of Juvenile Justice by the Nationmal Advisory
Camittee for Juvenile Justice and Delinquency Prevention, outline
steps to ensure due process as a part of disciplinary procedures

for juveniles. Specific reference is made to triggering this
procedure prior to placement in the Assignment to the Wing Program,
Individual Development Program at the JEC, and any serious deprivation
of liberty including more than one day in an individual roam and/or
transfer to a more secure facility. There is'such a policy at present,
but it is often bypassed because of logistical problems.

The Mainstream Program needs continued support and clarification to
all staff so as to insure consistent implementation of this excellent
program strategy.

Discussion: The Mainstream Program is an appropriate program for
the majority of youngsters and needs continued support through
training and monitoring by central office staff to ensure its
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consistent operation Division-wide.

Strengthen the development of thev individual treatmen
t plans
and the treatment teams through quality control and training.

l?isc;ugsion: The develomment of individual treatment pl
mdlv1du;_al education plans have provided major treatn&ia:ns tozﬁ
system-wide. Treatment teams function at varying levels of
consistency from institution to institution and could benefit
from same quality control. A trained clinical staff member
fram Central Office should conduct regular meetings with treatment
teaxps'to provide a training and supervision mechanism. In
afic.iltlon, p§ychologica1 and psychiatric resources should be
shifted to include not only the evaluation and assessment process
but pmvu.ie'more direct counseling to students and working with
staff training and treatment of special program needs.

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

Discussion: C. A. Dillon School currently is inadequate to provi
maximuam security programming. If Dillon is to remain a designat;ge
secure'fac:LlJ.ty sane additional staffing for security force,
upgz.:‘adlng.of the f.enoe and the utilization of special cammnication
devices (i.e., radios, panic buttons) is necessary. If Dillon is
not to be I_Jsed for this purpose, DYS should establish at two

of the regional facilities a perimeter security fence around one
cottage for security and outside recreation. These facilities
shox:lld serve as transition programs designed to re-orient and
re-integrate the youth back into the Mainstream Program.

The Assignment to the Wing Program should be revi
! C . vised to include an
incschool, suspension program at all training schools, where feasihble.

Disc.:ussion: The assigrment to the Wi Program vari in i impl emen
tation 'at different schools same oi_?nv%hich mvldeéezcrjr;e? cl:EZaf_L'rSi
programmuing alternatives. ATW as it exists in sane settings provides
a way for a youngster to stay out of school for a while and do nothing
An in-school suspension program should replace the current program. ]

Although the Division of Youth Services is not primarily responsible
for family work (i.e., this is the responsibility of the individual
court counselors),; it is in DYS', the youths and their family's
best interest that a proactive stance to involve families ‘eithe.r
}f?y §oc1al vprkers ma.klng continued contacts in the canmunity and/or
amily service coordinators in working more actively with the court
}cguugzeigzgil é:obeencouragzd continued family participation. Visitation
ebuietei fanﬁlyexpanoontact.to seven days a week to facilitate and

Discussion: This outreach effort will not be easy but it is incuuben
. * + ‘ ‘ t lt

that the Division 04.‘. Youth Services take the lead in ensurﬁglthat ¢

youngsters have maximm potential family contact towards the goal of

re-integration back into the cammmity. : :
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Building on the successful initial program ventures of both Re-
Education and Crossroads, other additional program options to
the Mainstream Program should be developed so as to insure youth
with special needs who have not been able to acclimate to the
Mainstream Progran are served.

Discussion: Much can be learned fram the experiences noted above.
Both Crossroads and Re-Education are terminal programs fram which
youth will leave the institution. A transition program is designed
to help a youngster who is ocut of sychronization with the Mainstream
Program.. The transition provides intensive short~term intervention
for the youth so that he is able to re-enter the regular program.
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JUVENILE EVALUATION CENTER

The Juvenile Evaluation Center first opened in 196l. Located in Swannanoa,
N.C., it sexrves the 32 counties cawprising the westernwmost area

of the state. Currently the Juvenile Evaluation Center (JEC) is rated as
having a maximum workable population of 170 (130 males and 40 females).
Although this workable population capacity represents an ideal level based

on staffing patterns and bed space, the facility does have an absolute
maximum population based on bed space rated at 192 (144 males and 48 females).
During calendar year 1980, the average daily population for JEC was 117 males,
23 females for a total of 140 youth. (See Table #4 - Average Daily Population
for Calendar Year 1980 - Juvenile Evaluation Center.)

As of March 1, 1981 there were 155 staff employed at the Center. Since

July 1, 1980, 27 employees (17 males and 10 females) left the employ-

ment of the Cehter for a 17.4% turnover rate. During the previous fiscal year
fram July 1, 1979 through June 30, 1980 there were 46 separations (32 male and
14 female) fram the Center. With an average staff camplement of 155, this
would be approximately a 30% rate of staff turnover. Of the staff employed

as of March 1, 1981 the average employee had been with the Division for six
years and eight months. The longest term employee had been there for 35 years
and 8 months.

The greatest rate of turnover for JEC occurs in the categories of cottage
parents and cottage counselor technicians. (See Table #5 - Employee Separation -
Juvenile Evaluation Center.) Since July 1, 1979, 30 cottage parents and 12
counselor technicians have left the 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. On the other

hand, as of March 1, 1981 there were 24 individuals who had not yet worked

at the Division for a full year.

In general, staffing for the facility at its current population seems to be
adequate, with the exception of the area of psychological services. At most
times, the school is able to provide at least double coverage for the cottage
life area. Psychological services are provided by two full-time psychologists
who spend most of their time involved in assessment tasks. The camplement of
persannel in this section has dropped dramatically since the summer-of 1980
when there were three full-time and two part—-time psychologists employed at
the school. Additional staffing in this area is a major programmatic concern.

The basic question which needs to be answered is whether or not the administra-
tion wants to utilize psychologists only to meet assessment needs or also
utilize their talents far the design and delivery of more extensive therapeutic
programming and/or training for staff. It would seem that the latter would be
a more appropriate utilization of psychological training and expertise.
Specifically, there should be greater involvement of the psychologists in:

(1) the development of therapeutic programs to meet the needs of the youth;

(2) provision of individual and group therapy; (3) provision of training and
consultation to other institutional staff regarding therapeutic plans and
processes; and, (4) permanent assigmment to a treatment team.
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TPRLE #5
TABLE #4 | EMPIOYEE SEPARATIONS
; 7/1/79 - 3/1/81
AVERAGE DATLY POPULATION JUVENILE EVALUATION CENTER
FOR CALENDAR YEAR 1980
JUVENILE EVALUATION CENTER Classification RACE SEX
Title White Black Male Female Total
j Clerk Typist ITI 4 1 5 5
MONTH BOYS GIRLS TOTAL ) Psychologist IT 1 1 1
~ ! ‘ _
January 116 22 138 | Psychametrist 1 1 1
February 114 27 141 : Training School Asst.
o : Unit Administrator 1 1 1
March 110 27 137" . |
) i .'.%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 Counselor
June S , 120 22 142 Technician 8 4 6 6 12
July 123 23 146 : Recreation Worker I 2 2 2
August 121 19 140 | Teacher 1 1 2 2
September 111 19 130 i Staff Nurse 1 1 1
October 116 P 22 138 Plant Maintenance Supervisor I 1 1 1
November 121 24 145 Maintenance Mechanic III 4 4 4
December 119 27 146 Cook Supervisor I 3 1 2 2 4
) | ; Food: Service Assistant II 2 2 2 2 4
S8 k
Average Daily Population 117 ; 23 140 | ' ,
‘ ' : i Teaching Parent 1 1 1
o Cook II . 1 1 o 1
‘ . : TOTAL 55 .18 ‘ 49 24 73




— e —— —
v— —~—

- 26 -

PHYSICAL FACILITIES

The JEC camplex consists of four cottages for housing the students, an adninistra-
tion building, a special programs building, a cafeteria, and an excellent

school building. Currently under construction is a new gymasium which will
augment and replace a very 1imited indoor recreational area housed in the

special programs building. During the on-site visit to the institution,
and ggnerally in gocd repair.

to this was the Greenwood Cottage which houses Ievel I,

the IDP Program. This cotta
and paint. There should be developed a
includes repainting cottages at regular intervals.

The other residential cottages on ground include Sloop which houses older and
larger boys on Ievels II, ITI, and IV. Gilliatt Cottage houses orientation
for boys as well as all levels of the younger and smaller youth and their
Assignment to Wing Program (amW). Frye Cottage houses orientation and all
levels for the girls program including their ATW area. The institution is
~continuj_ngtoteardc»mafewoftheremajnjngannybarrackswhichhadbeen
puilt during World War II on the institutional grounds and is also in the

process of filling in an outdoor swimming pool which had become disfunctional
(there are no plans to replace this).

TREATMENT PROGRAM

The Department's Mainstream Program was first developed and implemented at
the Juvenile Evaluation Center. Therefore, cne perceives a strong camitment
by JEC staff to the concepts and structure embodied in this program model.

some of the more distinguishing aspects of the program are:

having trouble fitting into the

a. ‘The IDP for youth who are
individualized programming

Mainstream Program and require
and treatment;

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

Wing Programs where education, recreation,

c. Assignment to the
delivered in the wing of their cottage;

and food services are

d. Treatment ‘teams which meet 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 Greenwood Cottage. At the time of the

on-site visit, eight students were assigned to that program.. In theory.

1DP was developed to provide for an alternative treatment program for those
youngsters who had difficulty fitting into the Mainstream model., In same

cases, youngsters could be prepared to enter the Mainstream treatment
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TABLE #6

— ADMISSIONS RELEASES
New Cond. Condi~} Rumnaways
Release tional

{Total M F B W Rev. bischarge | Rel. Home | School

January 12{ 6| 6| 4| 8 6 9 6 4 8
February 18{ 15| 3| 1] 17 5 23 12 0 19
Mamh 12{ 12| of 1| 11 1 10 9 3 11
” Bpril 221 16| 6| 9113 14 15 13 2 20
May 15| 12| 3 4} 11 2 6 14 1 22
June 17) 11 6| 6| 11 0 29 6 2 14
ng 11| 10} 1| 5| 6 3 23 1 2 6
August. 10 8| 2| 3| 7 4 23 7 1 15
September 12| 9 3| 3| 9 2 23 11 0 12
October 24) 16| 8| 7|17 4 25 10 1 13
November 16 13| 3| 3] 13 5 6 4 o | 14
December 12y 11| 1} 5) 7 2 16 16 4 11
TOTAL 181§139 |42 | 51 139 48 208 119 20 | 165
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approach., For scme other youngsters, the IDP process may be the only
appropriate treatment model with youth being released directly to the
camunity. -

The program is self-contained with all services being provided on the unit.
IDP uses a system of stars in conjunction with phases in order to chart a'
youth's progress through the system. The stars 1?a51cally represent staff's
judgement of a youth's behavior and attitude during any one day. A red
star indicates a very good day while a blue star md%cate.as a very poor day
(the youngster camitted or attempted to camit a major infraction). If

a child exhibits perfect behavior from the time he enters the program, the

quickest that he will be able to exit is 91 days.

More typically a youngster will stay five to six lmnths in the program with
same actually staying up to a year or more. If there is an Achilles .heel
to the programming at JEC, it is embodied in the IDP Unit. Although in
theory the unit is to provide an alternative to the Ma.i.nsi.:ream programming,
the reality is that it is a highly structured, very restrlctgd program
working with youngsters who exhibit behavioral problems and its eJ'astence
serves as a "threat" to other youngsters on campus. The program 1S staff

intensive, however, this is more for security and moniteoring reasans than . .
for therapeutic programming. The physical structure of the building (and
the campus) requires this. )

There is a need for alternative programming for some youngsters'simply

because the Mainstream model does not meet their needs. There is a need

to provide a structured, secure program for some youngsters who are
aggressive, assaultive, and/or run risks. However, some yognc_.;sters sn_mply'

do not relate to the point and level system or may need add:‘Lt_xonal supportive
services. Specifically this may include frequent therapeutic contacts either
individual or group therapy, exposure to specialized treatment programs such as
psychodrama, or in the case of the younger children or youngsters mth

limited mental capacity, & program that rests on a token econamy.

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

1. The excessive length of stay;

2. lack of supportive therapeutic services and therapeutic focus
for the program; and,

3. Iack of an opportunity to be involved in a significant amount
of outside recreational activity.

During the on-site visit to the campus, the most predominant camplaints
from youngsters in IDP concerned length of stay, lack of opportunlty for
recreation, and camplaints about the food both in terms of quality and

quantity. There were several complaints regarding food being cold because .

it had to be shipped fram the main kitchen to the cottage um.t

The rest of the children on campus are basically divided among the cottages
either 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 hodsed in Frye
and the older and/or larger boys are placed in Sloop with the Level I
youngsters in. this category being housed in one wing of Greenwood Cottage.
In general, an attempt is made to separate youngsters on different levels
by placing them in different wings of the cottages. However, one often
observed that several levels of youngsters are represented in one wing.

This is caused by of the population needs of the institution and the
abilities of same youngsters to quickly move through various levels. Having
two or three different levels housed in one wing, however, creates problems
for staff in terms of determining which youngster is on which level and is
entitled to which privileges. In texrms of the treatment program, staying in
one wing while progressing through several levels does not provide the kinds
of secondary reinforcement that should accampany this movement. Every attempt
should be made to provide for separate wings for separate levels or separate
living areas for separate levels. This will aid staff in providing a con-
sistent approach to the treatment program at the appropriate level as well
as reinforce to the youngster the concept of movement through the system.

When youngsters have difficulty in the Mainstream Program, a disciplinary
alternative that exists for the campus is ATW. Theoretically youngsters
involved in untoward behavior can lose a cambination of points, levels,
and privileges as well as experience a period of time where their movement
is severely restricted to only a wing area of a cottage.

Teachers are assigned to the ATW Program to provide youngsters with a contin-
uing exposure to an educational program while under this restriction. When not
involved in the school program, the youngsters basically do nothing, sitting
and relaxing, reading or watching television.

In both of the boys ATW Programs, population pressures require that some
youngsters fram other levels (i.e., Level I) be housed in the same wing.
Therefore, when these youngsters return fram school they mix with the ATW
youth and both basically are involved in the same programming for the rest
of the day. ‘

In reality, the only real penalty that exists for these youngsters is the
effect being placed in ATW has on their points and level. In same respects
there may be a number of desirable aspects to being placed in ATW, such as
not having to go to school far the same length of time as other youth,
receiving more individualized attention from a teacher, greater ability to
relax and watch more television, while continuing to be inwolved in much of
the regular programming after youngsters return from school. The structure
of the ATW Program needs to be re—evaluated in the following areas:

o It should not allow for a youngster to avoid or decrease his/her
involvement with the educational programming. It may be more
valuable to continue to require youth to go to school but limit
their movement in the school area by providing all of their
classes in a special ATW classroom; .

o BATW youth should not be mixed with other youngsters who are not
under this disciplinary sanction ; and, ‘

Qe ™
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o Additional supportive services of a therapeutic nature should be

- provided to youngsters who are in ATW that would continue after the
youngster's entry into the Mainstream Program to help them avoid
replacement into ATW. This should also provide staff with addi-
tional insight and management tools to work with that specific
youngster's problem,

A key to the Mainstream Program on this campus is the treatment team, its
camposition and the fact that it meets on a daily basis to review and discuss
youngsters' cases and problems. The treatment team consists of the cottage
social worker, teacher(s), and counselors/cottage parents. The frequent team
meetings are useful and should serve as a model to other institutions in the
division—same of which hold much more infrequent team meetings. The focus
of the meetings should be and is to help youngsters receive feedback and
progress in a positive manner through the treatment program. However, there
is a tendency to sametimes focus on problems rather than achievements.

It was observed that youngsters are not always as involved in these meetings
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 fram youth. Therefore, the social workers need additional training
regarding the management of treatment team process. Treatment teams need

to be continually monitored by the administration to- insure quality control
and their proper functioning. Additionally, if psychological staff is
increased, a psychologist should be assigned to each treatment team.

At the time of the on-site visit, it was not possible to see or observe the
Therapeutic Camping Program which operates at JEC. However, it was the
distinct impression of the consultants fram interviews that staff felt this
program was indeed a valuable asset to the school and that such a program
should serve as a model for other schools.

STRENGTHS AND WEAKNESSES OF PROGRAM

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

Strengths:
| 0 Excellent educational facility and educational progran#ﬁing;
o Strong camminity relations program;
o Full-time volunteer coordinator and clinical chaplain;
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;

A it
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o Innov_ative music program;

o Adequate. cottage life staffing}

o Cottages, cafeteria, and kitchen facilities that were extremely
clean H

o Generally good staff morale and a feeling of pride in their pro-
graming; and,

o Improved comwmication among various segments of staff,

Weaknesses:

o IDP Unit;

o Low morale or feeling of non-support from administration by IDP
staff;:

.0 Lack of a physically secure area that would 21llow for outdoor
recreation?

o Currently a lack of adequate indoor recreation facilities;

o Lack of adequate numbers of psychological staff;

o lLack of knowledge by youngsters regarding grievance procedures;

o Limited due process available to youngsters for infractions which
result in a loss of points and/or reduction in levels;

o Need for additional training for workers leading the treatment
teams;

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

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

o Iack of involvement of family with the treatment of the youngster

and limited family visiting.

The above observations are not all inclusive, but represent the major
strengths and weaknesses observed by the consultants during their ane day

visit to the facility.

RECQMMENDATIONS

The following recammendations are specific to the Juvenile Evaluation Center.
The reader is referred to the systemwide recamendations at the end of the

Division of Youth Services section._
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The IDP Program needs to be reviewed and restructured. Specifically
areas to be addressed are the length of stay, the program activities,
the therapeutic support system, lack of recreation, educational
programming, and consistency of the treatment approach. The facility
may find that it needs to provide several kinds of programs only

orne of which has to be concerned with the control and custody issue.
For those youngsters who are highly aggressive, a severe cammmity
threat, or a great run risk, there may have to be developed a unit
which is either fenced or includes a fenced area that will
provide for outdoor recreation and activities while reducing the
risk of escape. However, there are other youngsters who may not fit
into the Mainstream Program because of special needs unrelated to
aggressiveness or run risk. For them, special programming such as

a mtual agreement program, a token economy, short—term limited
intervention program, expansion of the therapeutic camping program
may have to be developed,

Vocational programring should be expanded at JEC. A study should
be campleted which identifies the kinds of vocational opportunities
which exist for youngsters in the 32 counties served by this
institution. If this is a heavily agricultural area, it may be
appropriate to develop programs that emphasize trades or talents
needed for that area. In terms of manufacturing, the institution
may attenpt to develop liaisons with cumpanies that would identify
the training and experience they need for their entry level
positions. Fram that, vocational programs could be developed

that are responsive to those needs. Additionally, same of the
more sophisticated vocational programming could be provided in

the evening allowing for people fram the cammunity to participate
with appropriate youngsters fram the institution. Similarly sawe
youth may be more appropriately served by vocational programs
offered by local schools or the Division of Vocational Rehabilitation.

Greerwood Cottage needs to be repainted in conjunction with a
regular maintenance program,

Every effort should be made to provide separate living areas for
voungsters on different -levels of the Mainstream system. The
progress of the system should not only include additianal privileges
but a change in environment.

Youth assigned to the wing should not be housed in the same living
area as youngsters in the regular program.
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STONEWALL, JACKSON SCHOOL

The Stonewall Jackson School first opened on Jan. 12, 1909. Iocated

in Concord, N:C:, this scheol serves the 14 counties in the

west central area of the state. The maximum workable population for the
facility is 130 (110 males and 20 females). The absolute maximum population
based on available bed space is 150 (125 males and 25 females). On the day
of the on-site visit to the facility, Stoneéwall Jackson School was approaching
the absolute maximum rate of population for the facility. There were 141
youngsters living in its five cottages (122 males and 19 females). During
calendar year 1980, the average daily population for Jackson was 112 males,

19 females for a total of 131 youth (See Table #7). Fram this it is easy

to ascertain that during the entire past year the Jackson School was operating
near or above its maximm workable population level.

As of March 1, 1981, there were 121 staff employed at the Center. Since
July 1, 1980, there have been 12 employees (8 males and 4 females) leave the
employment of the Center for a 9.9% rate of turnover so far this fiscal year.
During the previous fiscal year fram July 1, 1979 through June 30, 1980, there
were 46 amployee separations (32 males and 14 females). If the average staff
camplement is 121, this would mean that for the 1980 fiscal year there was
approximately a 38% staff tnumover. As with other institutions, the greatest
rate of turmover 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 employment

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 vears or more. 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 consultant's attention that
all departments within the school were understaffed. It was estimated that
Jackson had roughly 35% less staff than other schools and that there was a
need for about 30 additional people. If one campares the staff/student ratio
of the Juvenile Evaluation Center to Stonewall Jackson School, then this
observation would seem to be correct. However, the staff/student ratioc of
Jackson School as caompared to Samarkand Manor and Dobbs 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, two other contributing issues are the low
salaries for cottage life staff and the residual effects of historically
poor cammunication patterns between cottage life and management levels.
These feelings are also intensified by a perceived lack of career opportuni-

ties for these sfcaff . .

It was also apparent that even though the management briefing had emphasized

the fact that there were excellent cammmication patterns established within . -
the school among various disciplines and between staffing levels, that this :

was not the case. Oamrm;ication among the management team members may be
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TABLE #7

AVERAGE DAILY POPUIATION

FOR CALENDAR YEAR 1980

Average Daily Population

| STONEWALL JACKSON SCHOOL

MONTH BOYS GIRLS TOTAL
January 114 22 136
February 115 21 136
March 113 18 131
April 109 17 126
May 109 21 130
June 117 i8 135
July 106 17 123
August 109 18 127
September 113 17 130
October 116 16 132
November 114 17 131
December 105 21 126

112 19 131

S
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TABLE #8

~ EMPLOYEE SEPARATIONS
7/1/7% - 3/1/81
STONEWALL JACKSON SCHOOL

Classification RACE SEX
Title White Black Male Fenale Total

Clinical Chaplain I 1 1 1
Juvenile Evaluation

Counselor l 1 1l
Cottage Parent Supervisor II 2 2 2
Cottage Life Counselor

Technician 5 10 S 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
Clerk IV 1 1 1
Recreation Worker 1 1 1
Ma:.ntenance Mechanic 1 1 1
Cook Supervisor 1 1 1l
Cook II 1l 1 1 ‘

TOTAL 30 28 40 18 58
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adequate, however, cammunication to lower staffing levels as well as
feedback fram line staff continues to be problematic. This is evidenced
by the consultants' conversations with line staff as well as observations
of management line staff interaction during the on-site visit.

PHYSICAL FACILITIES

Stonewall Jackson School is the oldest DYS institution. Its first
cottage was oampleted in 1909. The school has several old three story
buildings, same of which are not in use at this time and are either beirg
rehabilitated or scheduled for demolition. The last building to be constructed
on the institutional grounds is the 45-bed Holshouser Cottage. This cottage
was canpleted in 1974 and provides individual roams for youngsters housed
there. Currently, Holshouser Cottage houses the orientation wing, the

ATW Program, and the ILevel IV male students. The other cottages currently
in use are Cottage #17 which houses Level I males, Cottage #10 which houses
Ievel II males, Cottage #4 which houses Level III males, and Cottage #5
which houses all levels of females. At the time of the on-site visit, the
population levels for the residential cottages were:

Holshouser A-Wing Orientation - 14 males
Holshouser B-Wing ATW Program - 16 males
Holshouser C-Wing Level IV - 16 males
Cottage #17 - 25 males
Cottage #10 - 23 males
Cottage #4 - 26 males
" Cottage #5 - 19 females

It is self-evident when examining the older cottages now in use that the
physical structure is highly inadequate in regard to the supervision
needs of the youth currently housed at the Jackson facility. The three
level structures are typical of older training schools where  the upper
level is for dommitory-style sleeping, the middle level for leisure activi-
ties and the lower level for showering and storage of clothes and personal
items. The most frequent camplaint received fram staff concerned their
inability to provide adequate supervision of children in this type of
structure. Even with double coverage, there are too many roams 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 momentarily

remain undetected. :

In cottages with aggressive youngsters, the physical structure increases

the vulnerability of cottage life staff to assaults by youth. This obviously
increases the frustration and tension that is experienced by line staff and
also contributes to low staff morale.
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During the on-site visit to the institution, all cottages and buildj
apperfzred_to be well-maintained and very clean. This ig partlculafli;rngf.ruun
oopsuigrlng the age of the buildings. The cafeteria and the kitchen area 7
wh_u?h is cangr:.sed of two levels was also very orderly and very clean even
during the 1.:1m.es when meals were be_mg served. This facility also has a

operate it are provided through a restricted grant. Also housed in thi
L 3 - . *
clinical building are the staff psychologists. >

The building or area that seemed the most dilapidated at the time of the
visit was the MultivPurpose Activity Center (Mpac), This houses the
recreation department and the after-school recreation areas such as the
ca.nteenf pool table and ping pong table, and weight-lifting area. The
recreation department had just recently moved into that building, so they
were 1n the process of gradually rencovating and adapting it to their
purposes. The grounds of the institution are very spacious. There are
appraximately 350 acres. The atmosphere is very much like that of a small
college c;mpus Howe\_rer, the supervision of the campus is very difficult
mbecaust ine ucs)e.the expansiveness of the facility and the myriad of buildings

TREATMENT PROGREM

As in all DYS facilities, the Mainstream Program fo: i

the treatment orientation towards youth. Jlkognlque artjsn;ectge Oﬁmtn;edag.;ggs(fxolr
School program is that each cottage houses a separate level (except for the
fenale oot.:tage) - Therefore, as a youngster progresses through the system
they physically move fram one cottage to the next finally caning full circ':le
back to Holshgu..ser Cottage where the Level IV students are housed. The

school hasg utllz_ged 1.:his technique as opposed to separating youngsters

by same other criteria such as age, size, or level of sophis.i‘:ication, because
they fgeI_L that youngsters at various levels in the program have different
Supervision needs. This type of classification also allows for a more
consistent approach to youngsters in regards to penalties, privileges,

and expectations of youth at various program levels. In same ways it
requires that the cottage life staff be more alert to the interactions among
youth since all ages, sizes, and levels of sophistication would be represented
in each cottage.' On the other hand, it simplifies supervision requirements
since aJ..l.yguth in the cottage would be eligible for the same privileges

and activities and there would be no need to dilute the level of monitori

by h{:*vmg to have same youth remain in the cottage while those who 9
Tecelve greater privileges could go outside to an activity.

The girls' cottage, however, functions in a different manner. Beca

, . us
the number of females that are housed in the facility, they are all glgcfed in
one cottage. At the time of the on-site visit, there were 19 girls in .
res:.depce and two of these were involved in the 15-day orientation program.
The orientation program for boys exists in the Holshouser Cottage. New
females are transported to that cottage on a daily basis for orientation
and then returned to the girl's cottage in the evening. The girls' cottage
sleeping area consists of one large dormitory style roam which has 20 bedg
Therearealsotwobedsinaxoanthatcanbe used forbenpo‘raxydetent.:im

Iy
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i i ivi . It is
and two beds in a roam that could be used for special privileges
the impression of same staff that the females do not relate to the level'
system and the point system as well as males. One of the reasons for this
is the fact that there are very few females in the program and they are all

housed in the same cottage.

The low numnber of female students is also a contributing j'.’actor to wl?at
appears to be a lack of emphasis on and programming fqr girls - pa.:r‘l_:lcularly
in the vocational area. For example, there is a textll_Le progrz?m'wmch I}as
strong camunity support (fram Cannon Mills) that provides training which
could significantly shorten the industrial training process that a person
would have to be involved in when being accepted for an entry level position
in one of the local textile mills. This program is genera;ly not open'to
females because of the "supervision problems" which ex:Lst.J.n the vocatlonal
programming area. A similar situation exists with tne grlnt shop vocz_itlonal
program which prints all of the fonns 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 he.31p as opposec.‘i to
female help, since it is their belief that males are easier to supervise.
This is apparently supported by the administration, since during the consultants!
visit to the institution there were no girls observed working on the
serving line or in the kitchen.

2s in other facilities, the key to the Mainstream Program is the "treatment
team." The team consists of the cottage life staff, social worker, and a
hameroam teacher supported by auxiliary information fram 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 meetlng.strategy.

It was apparent that there was great need for staff traJ_nJ.ng focusmg on the
needs of youth as well as staff. These same observations also.lndlcat_:ed .

a great staff need for training and understanding of therapeutic considerations

for youngsters..

For example, staff seemed to have oonfused percgptions about the .pole.of the
psychiatrist and the information provided by thl§ person. Psychiatric
information was used inappropriately as back-up information to support
staff in their response to a youngster's behavior and to support their
delay in making appropriate decisiors about the youngster's program.
Similarly, analytic psychiatric descriptions of a yt?uth's per§ona11ty
tend to be misused by staff in a program whose basic f(_:undat:.mns rest on
the application of behavior modification theory. It 1s obvious t‘t}at
additional training is necessary regarding the appropriate functioning
of the treatment team, behavior modification programming and theory, and
identification of special youth whose problems are not resPondgd to by W
the Mainstream Program model. More continuous program monitoring of the
treatment team process is also necessary.

Regarding behavioral control, staff complained about thg %ack ?f an IDP
Unit. To campensate for this, they have developed a "Mini-AIW Program
that allows for youngsters who have behavioral problems to be housed in
B Wing of the Holshouser Cottage for longer periods oi_f t.une than that
outlined in the ATW Program (maximum 10 days). The mini-program attempts
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

that if the youngster is at that level and therefore has acquired a
significant number of privileges and can realize that continued appropriate
behavior will bring him a retirn hane in the near future, that this in
itself will be enough to sustain and reinforce the behavior they are
seeking. Youngsters in the ATW Wing contimue to be involved in an
educational program and attend school at the school building during the
mornings. They are placed in a specific classroom and teachers rotate
through that <lassroam rather than children rotating through classes.

In an attempt to provide additional activity and programming for the
youngsters in ATW, the cottage staff have been rather innovative in developing
activities. For instance, in one activity they have youngsters view the
evening news and then individually report to staff about the news stories
they have just heard and viewed. Interestingly, this simple exercise can
have several effects such as pramoting appropriate television viewing,
pramoting the use of focused attention, pramoting analytic and recall
skills, while improving one's ability to relate and comunicate ideas and
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 comumity.

The Mini-ATW Program and ATW Program at Jackson School have same positives
which are not evident in same of the other institutions. The continued
involvement of youth in the educational program at the school is a definite
plus. The building itself also has its own gymnasium which allows for
active recreation. Since the program is not an IDP Unit in the traditional
sense, youngsters do not tend to stay in it as long and therefore are moved
back into the Mainstream Program more efficiently. Although same staff
decry the loss of the IDP Unit, it is a decided advantage to the institution
not to have that program.

The Orientation Program-is also housed in the Holshouser Cottage. The
program is designed to be campleted within 15 days at which time the youth
are moved to the Level I Cottage, if they are boys,or to the regular program
of Cottage #5,if they are girls. In addition to the testing that is
campleted regarding the individual education program, the individual treatment .
program, etc. the orientation pericod is used to "try and get the youngsters
on the right track." Basically staff are attampting to provide input to .
youth that will curb potential misconduct that could result in the youngster
getting into difficulty in the program. Although a fair amount of time is
involved in the assessment activities, it is also obvious that youth in the
orientation program have a great deal of unstructured time which is basically
used in watching television. More activities need to be developed for
youngsters in the orientation wing. It is also possible for a youngster

to stay longer than 15 days if they are having same difficulty in adjusting
to the program.

Interestingly, the orientation cottage has its own point system. In this
system, a one is an excellent score while a five represents a terrible
behavioral problem. Youngsters who get 12 points during a day are eligible
for up to 24 hours of roam restriction. Although this point system acquaints
youth with the "point concept" the structure of the program is exactly the
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reverse of the Mainstream model. In that model, youth strive to get as many
points as possible since the higher point levels lead to movement through
the program and obtaining of privileges. In the orientation unit, higher
point levels leads to room restriction and punisiment. The point system

in the orientation unit needs to be changed to more adequately reflect the

Mainstream programming.

A cursory evaluation of student files, individual treatment plans and the
individual education plans reveal no remarkable problems. Consultants did
have difficulty finding individual treatment plans in the youths' master
files; however, staff indicated that this is due to the fact that they were
maintained in the smaller counselor files which are located in the cottages.
Time was not available to examine its counselor files. It would seem
appropriate; however, to have a copy of the individual treatment plan in
the youth's master file as well as in the counselor files. Discussions
with staff revealed a mumber of areas in which they felt additional training

was needed.

Tt was revealed that the staff perceived the youngsters caming into the
institution at this point in time as being more 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 more assertive and aggressive
youth. Addditionally, this school experiences frequent runs fram its campus.
One hundred and twenty-nine (129) incidents of runing fram 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 would make them
susceptible to running away. It was also pointed out that this facility
serves = three of the largest cammitting cammmities in the State. These
semi-metropolitan areas and the special problems presented by youngsters
camitted from them require staff that can respond to these sophisti-
cated youth as well as meet the needs of youth caming fram the more rural

areas.

STRENGTHS AND WEAKNESSES OF PROGRAM

The consultants that visited the campus of Sénewall Jackson School made the
following observations concerninyg the strengths and weaknesses of the program.

Strengths:

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

o The apparent strong and pervasive involvement of the school with
the camunity,as exhibited by same of their vocational programs,
their use of cammnity recreation facilities, the frequent contact
of administrative staff with community organizations, support of
sane school programs by camunity businesses, and the staffing
schedule which is responsive to the needs of families in which both
spouses are employed (i.e., one at the mill and one at the school)
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TABIE #9

ADMTSSIONS RELEASES
MONTHS
New Cond. Condi-~|{ Runaways
Release tional
Total] M| F B | W O Rev. Discharge | Rel. Hame | School
January 12 112 |0 {3 ]S | O 2 16 4 0 11
February 10l9ft13(6}1 0 11 7 2 10
March ’ g|8|o0|2{6]0 1 7 9 2 12
April 1284660 2 8 5 1 4
May 17. le } 1 16 |11 | O 6 11 8 1 3
June 8171113 ]51{60 2 18 9 2 10
July 10 {8 {214 1161]0 5 11 1 0 18
August 1281466 |0 3 13 6 7 9
September 18 {15 | 3 |7 (10 |1 7 11 3 3 13
October 12 112104171510 5 19 19 1 9
November 11 161517140 2 8 6 0 23
December 9 1741212 141]53 2 9 4 2 7
TOTAL 139 (116123 (56 |78 | 5 37 142 81 21 129
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so that there is an opportunity to have the family together on
same weekends ;

o The staff of the ATW Program seanedtobeattemptir.xgtobt?res.ponsive'a
to the needs of the youth in that program and are innovative 1n meeting
these needs;

o The Chaplain at Jackson has a strong and innovative program under way
that includes peer counseling groups, weight-lifting classes, and use
of camunity volunteers in campus activities. ,

0 Continued involvement of youngsters in the ATW Program m an
educational program that is located in the school building;

o A highly adequate, medical infirmary building;
o A well-staffed and equipped kitchen; and,

o A social work staff which is required to schedule at least cne
eveningaweekoncmlpusaswellasbeavailableonamtating
basis during Sunday visitation.

-

Weaknesses:

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

o The sprawling nature of the campus makes it very difficult to
supervise and monitor;

o The physical structure of the older cottages, requiring supervision
of three levels, sleeping youngsters in a large dormitory setting
with up to 25 beds in one roam (with  virtually no privacy
for the youth and a very dangerous supervisory task for the
counselors and cottage parents);

o DPsychological staff are mainly involved in assessment activities
and use very few of their talents and educational skills to .
provide individual and/or group therapy, and training for the
staff in understanding psychological problems, behavior modifi-
cation techniques, and group dynamics;
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o The structure of the due process and appeal rights of youngsters
charged with infractions is weak. For instance, the right to
appeal notice is given to a youngster immediately after the
incident is written up and youth tend to summarily reject this
right to appeal)

o Although nurses are on call 24 hours a day, seven days a*week, the
scheduling of the three R. W.'s seems to be focused on a very narrow
time slot during Monday to Friday day shifts; .

o Lack of vocational programming for female students is resulting in
no females participating in same of the vocational programs or
kitchen assigrments at the time of the consultant's visit;

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

o No copies of the individual treatment plan in the youth's master
files;

o Low staff morale in the cottage life area particularly at the line
level; and,

o Lack of training for staff in dealing with more belligerent,
aggressive kids. Also lack of training in operation of the
treatment teams and the philosophy and implementation of the
behavior modification model embodied in the Mainstream Program.

REQOMMENDATIONS

T NG . N S O O R 7 S SN S NN
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1. There is a need for increased vocational opportunities and
experiences for female students. This includes being able to
" participate in the textile program, the printing program, and
canpus jobs such as the cafeteria and kitchen.

2. There should be a re-assessment of the mumnber and type of manage~
ment staff meetings to detemmine if there are areas of redundancy,
and if in fact the proper personnel are being inwvolved in the
appropriate management meetings and if these meetings contribute
or detract fram the flow of cammunication both fram line staff to
administration as well as from administration to line staff. There
needs to be developed among line staff a greater feeling of
participation in policy and procedure development. Line staff
express feelings of isplation from,and non-support by,administra-
tive staff. It is incumbent upon middle management and administra-
tive leadership to communicate an understanding of the problems
‘faced by line staff, while presenting a united front regarding
the policy and philosophy of the school.

3. The point system of the Orientation Program should be modified
to more adequately reflect the point system of the Mainstream
Program.
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The establishment of a position for a full-time volunteer
coordinator should be a priority.

The coverage by the three R. N.'s should be expanded to include at
least one person on duty at all times when the youngsters are awake
and involved in programs. This would include weekend coverage
which would have the added advantage of a nurse being available.
during Sunday visitation to consult with families regarding medical
problems and concerns for their children.

The consultant noted during the management briefing that there were
only two black administrators included and both of them basically had
management responsibility for cottage life areas. A concertec_i effort
should be made to pramote more qualified, minority personnel into

the top administration of the school.

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

discontinued.

Staff training should include procedures on handling aggressive
and assertive youth. Prevention Intexrvention Technique (PIT) training
should be required of all staff.

A security/camwunication system should be installed for 3-story
buildings.
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SAMARKAND MANOR SCHOOL

The Samarkand Manor School is located in Eagle Springs an a 430 acre
tract of land. The school serves a l4r-county area located in the east
central part of North Carolina. Ssmarkand first opened its

doors in 1918 and therefore is the second oldest facility currently being
operated by the Division of Youth Services. The institution is rated as
having a maximm workable population of 155 (125 males and 30 females).
During calendar year 1980, the facility operated at an average daily
population of 165 (142 boys and 23 girls). Therefore, it has been
operating at a point samewhat above its ideal population level. The
maximum rated populaticn based on bed space for the facility is 190 with
roam available for 150 males and 40 females.

Staffing for the school is provided by 153 full-time staff (as of March 1,
1981). sStaffing turnover for this facility does not seem to be quite as
great as it is for same of the DYS institutions. For instance, during
fiscal year 1980, 34 staff left the employment of the school (or approxi-
mately a 22% rate of turnover if 153 staff is the average staffing cample-
ment). So far during fiscal '81, 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 time of the on—-site visit, there were two
vacant positions for cottage parents. :

In the past Samarkand has experienced a very stable staff camplement.
Even now, approximately 25% of the staff have been with the Division for
15 years or more. Even though the turnover rate may not be as high as
same of the other DYS facilities, they have been experiencing same
increase over the past year or two.

The institution is making a concerted effort to provide double coverage
in the cottage life areas at all times. However, even with a full cottage
life staff complement, this does not seem to be a practical reality. For
instance, in Norden Cottage or Frye Cottage there may be staff coverage
of one staff per wing, however because of the physical construction of the

" cottage (the wings are in essence a separate unit) it is very much like

having single coverage. These cottages may have a roving supervisor
spending part of the time in each wing thereby giving coverage in each
area by one and one-half staff members.

PHYSICAL FACTLITIES

Samarkand Manor sits on a large expanse of land, but is rather compact in
its arrangement of cottages and program facilities. Even though it is the
second oldest facility currently being operated by the Division of Youth
Services, a number of newer and modern buildings have been constructed in
recent, years. This places it in stark contrast to a facility such as the
Stonewall Jackson School which still has many of its old, three—-story
cottages. :



e T | TABLE #11
EMPLOYEE SEPARATIONS
3 7/1/79 - 3/1/81
TABLE #10 SAMARKAND MANOR
Classification RACE SEX
Title Wnite Black Male Female ___Total
AVERRAGE DAILY POPULATION | Program Services Coordinator 1 1 1
FOR CAIENDAR YEAR 1380 ' ' Clerk Typist ITI 3 2 5 5
SAMARKAND MANOR | g Stock Clerk IT 1 1 1
Juvenile Evaluation Counselor 1 1l 1l
MOWTH BOYS GIRLS TOTAL Psychametrist |

January 140 28 168 Cottage Parent Supervisor II 1 1 1 1 2
February ) 150 25 175 ) Cottage Parent II 6 . 4 5 5 -10
March 155 26 181 Speech & Language Pathologist I 1 1 1
April ‘ 155 25 180 | Practical Nurse I 1 1 1l
May : 150 26 176 Psychological Assistant 1 1 1
June Bl 26 v wt;:gﬁnii:fzncomsaor 3 5 5 3 8
July 153 26 173 , Principal Youth Services 1 1 1
Pugust 146 22 168 | 1 Teacher 6 2 3 5 8
September 131 18 149 ; ! 4 Education Program Specialist 1 1 1

October 128 17 145 | ? Educational Developmental N
Noverber 119 19 138 Aide II ‘ 1 1 1
Decerber ' 128 23 151 Maintenance Mechanic II 1 1 2 2
| | Cook II . 4 4 4
Average Daily Population 142 23 . 165 . - “ ook | _ 1 ' 3 1
o S r Clerk Typist ITII | 1 | 1 1
; ' Vocational Agricultural Teacher 1 1 1
;5 | Social Worker IT ° 1 ' 1 1
. % - TOTAL a2 20 20 2 52

-
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In general, the cottages are constructed in such a manner as to be a
self-contained unit each having its own kitchen and dining facilities
and separate heating plant. Each cottage has several One-:-person

roams and a "porch area” that may have six to ten beds for youth living
in a dormitory style arrangement.

At the time of the on-site visit, all of the living areas were excep—
tic?nally clean. Most appeared to be in good physical condition and well
maintained. Nordan Cottage, which houses level I male youth, did show
signs of "wear" and was in poorer physical conditicn than its sister
cottage, Frye, which houses female youth.

Gardner Hall, which houses the recreation program on its first level and
the special Title XX funded "residential therapeutic program" on the
secand level, is the only cottage on campus which does not have an
operating kitchen and dining facilities. The youth in the therapeutic
program eat in Carroll Hall which houses the ATW Porgram. The fact that
the therapeutic program is housed in this building is interesting since
the program itself is designed to be a self-contained program for the
emotionally disturbed with most or all activities occurring in the
cottage. Yet, it is housed in the only cottage which does not have the
ability to function as a self-contained unit. This building is cne of
the older buildings on campus. It is of frame construction and is not
in as good repair as other buildings on campus. It would seem that it
would be more 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.

Carrc?ll Hall, at the time of the an~site visit, was undergoing same
repairs in the ATW unit. Specifically, new tile flooring was being

laid. This cottage of brick construction also houses the infirmary.

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 camplaints fraom the
youngsters who had been housed in the ATW wing about the excessive heat
in the building. The infirmary comprises approximately half of the
building. There are several roams far holding youth who are sick although
for the most part, if the youngster is not contagious, s/he will be
temporarily housed in the infirmary during the daytime for supervision
purposes and then returned back*to their cottage in the evening. If a
youngster requires housing full-time in the infirmary, there is a rcom
that can be used by the nursing staff for 24 hour supervision. There

are also two roams in the infirmary that can be used for "overflow" from
the ATW Unit. This seems to be an unusual arrangement. Superiision of
these youth is provided by the regular staff from ATW. Because of the
excessive heat in the building it does not appear to be the most healthful
environment for youngsters experiencing acute illnesses.

TREATMENT PROGRAM

The operatign of the Malnstream Program at Samarkand Manor is oriented
along the lines of housing youth on separate levels in separate cottages.

e o
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Contrary to the program operation at a facility such as Stonewall Jackson
School, there exists a high degree of flexibility regarding the decision
whether to move a youngster from cne cottage to another simply because there
is a level change (this is particularly true when a youngster may lose
points and drop a level). Nordan, which houses Level I males, seems to be
the "purest" cottage. Therefore, the actual operation of this program
occupies the middle ground of a pure cottage level avziem 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 the Samarkand program allows for greater flexi-
bility around individual decision-making for "same" youth.

The treatment teams at Samarkand meet daily from 2:30 through 4:00 in the
aftermoon. They are camprised of the social worker, teacher liaison fram
the school, cottage life staff, and recreation staff. (The treatment teams
do not meet on Wednesday, but the time is used for large group meetings.)
Based on the observation of the consultants, these treatment teams were
much more organized than those observed at same of the other schools. It
was observed that the treatment teams had a prepared agenda. Members
attending the meeting brought with them current and appropriate information.
All staff participated. All staff knew which youngsters were going to be
reviewed and major issues concerning those youth. There was a concerted
effort made to have the youth involved actively in the discussion, and
staff handled traumatic issues with youngsters in a sensitive manner,

The functioning of the treatment teams seamed to have facilitated the

level of cammunication between at least the cottage life staff and the
social work staff. Several individuals indicated that there is no
camunication breakdown between these two operational levels. Social

work staff are now scheduled to work at least one night per week and

are on duty on a rotating basis every sixth Sunday. Occasionally they

will attempt to came to the school on Saturdays in order to be able to meet
with the consulting psychiatrist around special needs of specified youngsters.
The social work staff is also responsible for daily visits to ATW when one
of their cases is housed in that unit. This helps to assess the appropriate
time for the youth to return back to the Mainstream Program as well as keep
the treatment team informed of the youngster's progress.

In general, people interviewed seemed to be satisfied with the Mainstream
Program concept. It seems to have facilitated commmications and better
relationships between at least two levels of staff,thnse being the social
work staff and the cottage life area. There was concern that there needed
to be same changes regarding the program and Level IV youth, Apparently
the average length of stay for youngsters on lLevel IV is from four to six
weeks. 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 would drop a youngster
fram the fourth level to either the third or the second level thereby
requiring a considerable amount of time working themselwves back to a pre-
release status. There is currently a group studying the Mainstream Program
and the level system that will be making recommendations for changes.

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

Samarkand Manor operates two types of ATW Programs. There is the regular
assignment to wing as described in the Division's policy manual which allows
for youngsters to be held temporarily fram five to ten days. In addition to
this, the school devised a long-term ATW (IATW) Program which takes the place of
their former IDP Unit. In the IATW Program, the shortest period of time
youngsters can work their way out is 22 days. The system is oriented like

a modified point system with a maximum of 20 points being earned daily for
behavior and attitude in the wing., If a youngster is transferred to the
TATW Program and is on Level I, s/he needs to earn 500 points in order to

be released. When they are within 100 points of release, they are returned
to a regular school program on a daily basis from the unit. If a youngster
cares into the ILATW Program on Level II, s/he needs to earn 800 points before
release. They are eligible to begin attending school on a daily basis when
they are within 200 points of that amount.

The wing which houses the ATW and the IATW Programs has 13 "single" rooms
(one of these roams has three beds in it). 1It, too, has a porch area which
has 12 beds on it. At the time of the on-site visit, there were four young-
sters sleeping in the porch area. Eoth girls and boys are housed in this
rrogram with the girls occupying rooms in the front section of the wing.

The single rooms have the capability of being locked but they are apparently
left open at night since there are no toilet facilities in the room. If
they are locked, they must be observed on a 15-minute basis by the cottage
counselor or cottage parent. Recreation for the ATW students is held in
the cottage on a daily basis for one hour each day. . Recreation staff are
in charge of that session. At the time of the on-site visit, there were
eight youngsters in the LATW Program. The longest had been there for 34
days. The maximum stay for a youngster in the IATW Program is 50 days,
according to the director of that program.

Carroll Hall and the unit that houses the ATW Program is a very austere
building. There is very little room for program space. Recreation must
take place in the dining rocm area. It is a confining building that offers
very little opportunity for movement by the students. There do not appear
to be many programmed activities with the exception of the recreation period
and school, during the morning, provided by a teacher assigned to the unit.

It is the consultants'observation that this would be a very difficult umit

to supervise considering the frustration youth must experience because of

lack of programming, limited movement, and austere surroundings. For the
evening shift this is further camplicated by the fact that you have youngsters
sleeping dommitory-style on the "porch" in addition to those housed in the
single roams. This is not good practice particularly since these are,
theoretically, the more aggressive, difficult-to~handle youngsters in the
institution. ,

Psychological' services for the school are provided by one psychologist who
is on the staff full-time. The majority of this person's time is involved
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in the assessment process and since there is only one individual doing the
psychological testing, this can cause a slow-down in movement of youngsters
out of orientation if there is a sudden influx of new admissions. Intake
into this school seems to average seven or eight youngsters every other
week., During calendar year 1980, there were 200 new admissions and 35
revocations of conditional release youngsters. (See Table #12.) This is
too much work for one psychologist. Two years ago, there were three
psychologists on staff, two of them full-time and one working three days

a week.

le]e facility currently has nursing coverage fram 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. There
are three full-time registered nurses and one L.P.N. (who is currently out
on rpa{:ernity leave). This type of nursing coverage is preferable for the
Divisian. It allows the nurses to personally dispense all medication.

In addition, one of the nurses is on call at all times.

There is a doctor on contract that provides all physical examinations.

'I?}is person cames to the institution on Tuesday mornings and at the same

time sees those youth having physical complaints or acute illnesses. There
are t.‘{lree_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 contractual basis. Initial
screening of needed dental work is done by the doctor and/or the nurse. An
attex'npt 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 cbvious that many of the youth

in DYS have severe and chronic dental problems that need attention. It

shm_lld also be noted that the school water system is not treated with flouride-
as 1s the cammnity water system. The nursing staff attempts to compensate
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 meet the youths dental needs.

Samarkand Manor has four individuals staffing its recreation program. Three
of these individuals have received formal training in physical education and
recreation while the fourth has four years of experience in the recreation
field, The consultants were impressed with the quality of the recreation
program and its organization. There is a special emphasis on off-campus
activities for lLevel IV youngsters. There is also intramural and same
camunity involvement for all of the youngsters on campus. A few exanples
o{f the kinds of recreational activities that they offer include Boy Scouts,
Girl Scouts, Red Cross life-saving certificate program, jogging program,
swimming, Nypum Program (mini-bikes) which is closely tied to the county
Nypum Program, school cock-outs, dances, and social events. They also
operate a special program called "Project Adventure." This program is
basically a rope course which promotes cooperation and trust. It can take
up to 12 students each session and there are four weeks per session that

meet three days per week. The course is set up in a wooded area behind

the school. Each youngster at the school has planned and organized recreation
at least two hours each day. There are two recreation workers on duty on
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TABLE #12

ADMISSIONS AND RELEASES

FOR CALENDAR YEAR 1980

SAMARKAND MANOR

ADMISSIONS RELEASES
MONTHS
New Cond. Condi-{ Runaways
Release tional|
Total M F B W O Rev, Discharge | Rel. Home| School
January 19117] 2| 8} 8] 2 3 24 9 1 19
February 22 (18] 4|15 41| 3 7 18 . 8 -0 15
March 2015 5]11{ 8} 1 4 14 15 3 22
April 18115 3 | 81 91 1 3 20 19 1 15
May 20118 2| 6110 4 3 22 13 3 24
June 12110} 2 3] 81 1 3 21 18 1 19
July 11110} 1| 8] 3 0 3 19 5 4 27
August 9f{ 9] 0 51 3] 1 3 25 13 1 16
September 81 71 1| 6 2| 0 0 22 10 2 15
October 18113 51121 6| O 1 19 17 1 11
November 19 }12 71 81 7| 3 (0] 16 9 2 4
December 24 1221 24114} 9 1 5 9 16 1 3
TOTAL 200 {166 {34 |105]77 {18 35 229 146 20 190
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Saturdays and Sundays. The recreation department also organizes staff
activities such as basketball, volleyball, and softball tournaments. This
organization also includes staff/youngster cooperative and competitive
activities.

Also operating an campus is a special Title XX funded program entitled the
"Residential Therapeutic Program.” It is a behavior modification program
with a token economy that operates on a 24-hour a day basis. Individual
contracts are also developed for each youth. There are five levels. The
program can be ccxrpleted within a minimm of six weeks but the average
length of stay is fram four to six months. For the past two years, the
population for the program has came fram all five training schools. The
program was originally defined to serve emotionally disturbed kids. BEmo-
tionally disturbed is defined as a youngster that can only function in a
small setting; lacking impulse control; and having very little control over
his/her behavior. The initial referral to the program is through the school-
based cammittee in order to establish exceptionality. The school files

for a Title XX acceptance through individual determination. The diagnostic
package is then sent to the psychiatrist for certification of emotional
disturbance. The team from the program travels to the referring campus for
staffing purposes. The child can be tentatively accepted but must wait for
certification prior to movement. The program is self-contained except for
that point in time when the youngster reaches Level III at which time the
youth is involved in the regular school program for three hours per day.
The psychiatrist on contract sees all the students via a group process and
some students in individual sessions.

It was the consultants' observation that the greatest limitation to this
particular program was the lack of follow-up when the youngster leaves the
program and the lack of a structured evaluation camponent. This is one of
the very few programs within the state that treats emotionally disturbed
youth. The staff has a very good grasp on how to administer and organize

a program for this population. There is a high level of empathy and concern
for their youth The program has also experienced a very stable staff
camplement since its inception.

The educational program at Samarkand Manor operates up to the ninth grade
level. There is no high-school program and youngsters who have attained
that level of achievement go into a GED Program if they are age 15.6 or over.

Approximately one-third of the teaching staff have their master's degrees.
All other teachers either have or are 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. They utilize detention to get youth cut of
school if they are experiencing same praoblem with him/her. There is no
counselor for the school and they currently do not have a speech pathologist.
Although the Mainstream Program seems to have improved the commmication
between social work staff and cottage staff, this does not seem to be the
case regarding teachers, The teaching staff feel isolated and the rest of
the treatment team staff feel a great lack of cammmication with the school.
This, in turn, has bred some distrust and hostility between these groups.

. BEven though the school has assigned liaison teachers to the treatment teams

this apparently has not adequately facilitated the cammmication process.
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Teachers are not assigned to students in 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 involvement
in the total treatment program” for the youngster.

The caonsultants received the impression that the majority of teaching staff
had been with the Division or the school for lengthy periods of time. As

a group, they seem to be the most politicallv active body on campus and within
the Division, and vocally negative about conditions or problems. They also were
politically active with legislators regarding proposals to close the school.
(The unrest among teaching staff at Samarkand was not as severe as that observed
at the Dillon School.) .

A strength of the school is the wide range and diversity of their vocational
programs. Just a few of the programs they have operating include tailoring,
sewing, upholstery, shoe shop and repair, small engine repair, brick mas .
and vocational agriculture. This range and diversity of programs are the most
comprehensive in the DYS system.

STRENGTHS AND WEAKNESSES OF PROGRAM

Strengths:

o 1In general, the consultants observed that the staff of the school

understood the Mainstream Program as it operates at Samarkand and .
are able to operate in such a manner that the kids understand,

participatg and feel camfortable with the program;

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

o The Orientation Prcgram at Samarkand Manor operates efficiently and
effectively and there seems to,be good communication between staff
and youngsters;

o The Recreation Program was well-organized, has a great variety of
programs to offer, and is strongly involved with the treatment teams;

o The campus buildings were well-maintained and in generally good
repair. All of the facilities were exceptionally clean. For the
most part youth seemed ta take pride in their living cuarters. The
organization and layout of the campus seems appropriate for easy
supervision;

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

o The Educational Program has a wide variety and diversity of vocational
training programs;
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The treatment teams, particularly the social work staff and the
cottage life staff, are functioning well and the level of communi-
cation ‘between these areas has greatly improved;

The hours of nursing coverage are excellent; and,

The Title XX Residential Therapeutic Program.

Weaknesses:

00

(o]
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Commmnication between the school and the treatment teams is poor;

Youth often are pulled out of school for minor administrative
Communication between the psychiatrist and all other treatment. toams:
with the exception of the Title XX Program, is in need of improvement;

Cammunication between the administrative staff of Samarkand and the
State Division office needs improvement;

The whole school program seems to be isolated from the rest of the
treatment program;

Youth in ATW do not attend school (unless they are in the long—term
ATW Program and reach a certain point level);

There is little involvement with the families;

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

Heating system in Carroll Hall (and perhaps some of the other buildings);
lack of a flouride system in the water;
Iack of activities in the IATW and ATW Programs; and,

Lack of space for movement and recreation in the LATW and ATW Programs.

RECOMMENDATTIONS

l.

There needs to be greater involvement of the teachers with the
treatment teams and the treatment process. Some system needs to
be devised that assigns teachers to specific young people,

~ and which insures that that teacher will be at treatment
team meetings when that youngster's case is being reviewed.

Additional psychological staff need to be hired.

A review of the method and adequacy of dental services should be
campleted. ’
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DOBBS SCHOOL

The Dobbs School first opened in 1944. Iocated in Kinston, N.C.,

it serves the entire eastern section of the state and receives youngsters
fram 40 counties. Dobbs School has a rated maximuum workable population of
106 (90 males and 16 females). At the +ime of the on-site visit, Dobbs was
housing 101 males and 13 females for a total population of 114. Although
this is above their maximum workable population, it is below the average
daily population 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 above the school's new absolute
maximum population based on bed space, which is 122 (102 males and 20 females).
(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 employment 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%. This
is the lowest turnover rate of all the DY5 facilities. However, as with
other institutions,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
possible 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. Two days a week
during the day shift the Assignment to Wing Program only has single coverage.
Reed Cottage, which houses orientation and older boys, occasionally for the
evening shifts shares a supervisor between the two units giving them coverage
by one and one-half peorle.

PHYSICAL FACILITIES

With the exception of the chapel (which may be the best facility of its kind
at any state institution), one receives the distinct impression when touring
the school that the quality of the construction of the buildings is not on
the same level as it is in some other facilities (i.e., Samarkand Manor or
JEC). Certainly the cottages were very clean at the time of the on-site
visit and generally well-maintained, yet there seemed to be areas in all of
the dommitories that had begun to deteriorate. There was also a noticeable
lack of furnishings in the cottage areas even though same of the units had
recently received new upholstered wooden furniture. (As at all of the
facilities, the vinyl furniture had peen virtually destroyed.)

A few examples of the above include the fact that three of the hot water
faucets in the orientation wing were not operating. In the left wing of the
same building, the toilet paper dispensers in the bathroom area were for the
most part missing. In Kelsey Cottage most of the beds were in poor shape

and there was a dearth of furnishings. The girld unit has coped with this
situation by consolidating much of the finer quality furniture into their

level program, so that the youngsters at lLevel IV live in a much more attractive
and comfortable environment than those at lower levels. The girls' cottage and
vrogram also stood out from the rest of the facilities because it did not have
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TABLE #13

AVERAGE DATLY POPULATION

FOR CALENDAR YEAR 1980
DORBS SCHOOL

MONTH ___BOYS GIRLS TOTAL
January 106 17 123
February 118 19 137
March 114 21 135
April : 114 16 130
May ' 110 i5 125
June ‘ 108 12 120
July 104 10 114
August 92' 9 101
September 93 10 103
October 108 13 121
November 119 12 131
Decenber 117 13 130
14 123

Average Daily Population 109
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TABLE #14

EMPLOYEE SEPARATIONS

7/1/79 - 3/1/81

DOBBS SCHOOL
Classification RACE SEX
Title White Black ' Male Female Total
Clinical Chaplain 1 1 1
Clerk Typist III 4 4 4
Cottage Parent II 3 11 14 14
Cottage Life Counselor
Technician 3 2 1 3
Recreation Workers 1 1 1
Trades Supervisor 1 1l 1l
- Cook II 1 1 1
Juvenile Evaluation
Counselor ' 1 1 1
Teacher 1 1 1l
Maintenance Mechanic 1 1 1
Cook Supervisor I 2 2 2
TOTAL 7 23 19 11 30
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the same austere appearance generally observed in most of the other areas.

Currently there are three larger, older buildings that are being

on a limited basis either to house staff (the psychologist and the school-
based committee), 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 more extensive programming. The recreation building has

several small roams which are difficult to supervise and very unattractive.

The same problem in supervision and monitoring was also noticed by the
consultants in the physical layout of same of the cottages, particularly

the left wing of Reed Cottage. There are two large roams at the front of

the wnit that house eight youth each and then there are a series of roams

down a narrow hallway that leads to another hallway laid out in the pattern
of a square with roams off the outside of the hall and a large bathroom area
in the middle. This whole area in back is basically isolated fram the front
and would be a very easy place for assaults to occur unobserved 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
simply is not appropriate for a training school facility. In fact-the popu-
lation pressures have caused the school to double up the youth in what should
be utilized as single rooms, This greatly aggravates the problem.

TREATMENT PROGRAM

The Dobbs School exhibits another variety of the Mainstream Program. Youth
are distributed among cottages based basically on sex and age. Youngsters
who are 15 years and older are housed in the left wing of Reed Cottage. The
other wing of that cottage houses the orientation youth. Youngsters who are
under 14 are held in Larkins Cottage and the intermediate aged, male youth
(14 to 15 1/2) are housed in Kelsey Cottage. Females and the ATW wing in
Madison Cottage. Therefore, all levels of the Mainstream Program are repre-
sented in the various cottages. For example, in the left wing of Reed -
Cottage, at the time of the on-site visit, there were 10 youngsters at

Ievel I, seven youngsters on Level II, seven youngsters on Level ITII, no
youngsters on Ievel IV and five youth who were currently being held in the

Assignment to the Wing Program.

The Mainstream Program first was implemented in Dobbs School in October,
1979. At that time the former cottage life director became the director
of Unit 1 and the former social work supervisor became director of Unit 2.

As in other facilities, the Mainstream Program was designed to be a treatment
team concept. At Dobbs, the treatment teams meet three times a week an
Morday, Tuesday and Thursday (with group counseling occurring on Wednesday).
In terms of the effect this program has had aon the students, feedback from
the staff indicates that it has improved the quality of the program and has
allowed the child a greater participation in the development of his/her
treatment. » : ‘
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In sare of the other facilities, there has been a secorndary gain from this
treatment team approach;.that is there has been increasing communication
among various levels of staff and departments. This may not be the case at
Comunication amongst social work staff and cottage life

seems to have improved, but now there is at the cottage life level some

lack of cammmication between units. In other words, there are two basic
units on grounds and they tend to commnicate and relate only to the hierarchy
of those units at the line staff level. In this regards, the Dabbs School

has a management orientation which is reflective of the more traditional
training school practices. The pressure to follow the chain of comand is

Contrary to the treatment team approach, same disciplines continue to cross

The social worker for the Madison Cottage Program is

assigned to Unit 2 but also has a caseload fram Unit 1 working with the younger
The intake social worker assigned to Reed Cottage also carries a case-
load of younger boys in another cottage (this is within the same unit, however).
The social work staff has maintained traditional institutional hours working
8:00 a.m. to 5:00 p.m. during the week and an a rotating basis covering

Sundays- during visiting hours. There continue to be clinical staff meetings
of psychologists, social workers, and unit managers on a monthly basis.

Because of this more traditional approach, counseling youngsters and attending
to problems requires that the youth be called out of school to see the social

worker or psychologist. There is a tendency at this school.and at Samarkand,
more than at others, to pull youth out of the academic program for administrative

During the day of the on-site visit, there were no treatment teams scheduled
Information from staff indicates that the organization of the treat-
ment team meetings 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 information that they need to bring to the

The academic program for Dobbs School is staffed by 21 teachers. 2all but
four of these individuals have or will have by the end of the year a certi~
fication in same area of exceptionality. The program has two reading labs—
ane for non-readers and one for youth reading below their expected level of
functioning-—and a Math lab. Two foster grandparents are assigned to the
school and there is a special capability to work with speech and hearing
problems. There is a GED component and vocational programming in hame eco-
nomics, industrial arts, cosmetology, therapeutic agriculture, and drivers

Of all the DYS facilities, Dobbs School has the most narrow range of vocational
The treatment teams for the Mainstream Program have assigned to
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TABIE #15
ADMISSIONS AND RELEASES Dobbs School.
FOR CACENDAR YEAR 1980
DOBBS SCHOOL
very creat,
ADMISSIONS RELEASES
it line
over unl Se
New Cond. Condi~| Runaways
-Release { tional boys.
Total M F B W O Rev, Discharge Rel. Home | School
January 201181 2] 9111} o0 3 14 2 1 16
February 7152|5120 3 10 3 0 3
March 71 7101 4} 3]0 2 20 6 2 9
Ppril 1212 6} 6] 6] 0 5 18 10 0 12 [ e inical rem '
May 13j121 1] 8] 4} 1 0 15 3 0 12
June 1210}l 2} 9]3]0 2 24 5 0 16 to meet.
July 131131 01410] 3} 0 1 16 18 1 12
August 1301e{3!l6]7]0 2 16 8 0 19 staffing meeting.
September 22119 3| 7114 1 1 10 3 0 7
i
October 19 |17 2111} 8| 9 2 3 2 1 9 I
i
Noverber 15 (13| 212 31 0 3 9 11 0 13 :
December 10}l 8}2]5}5]|0 0 10 3 0 12 L
education.
TOTAL 163 |144) 1992 | 69| 2 24 165 74 5 143 |
: programming.

TR
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them a teacher fram the school. At this point in time, the principal described
the academic program as being adequately funded with all of their teacher
positions filled. It was the consultants'cdbservation that the program is
adequate with the exception of the needs and relevancy of the vocational
education courses. .
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Review of same individual education plans revealed that they were campleted
in a timely fashion and contained the appropriate information as required

by the guidelines. Parental involvement in the development of the individual
education plan is a problem in this facility as it is in all DYS institutions.

Psychological service at Dobbs School is very similar to that found in other
facilities. There are two full-time psychologists who spend a majority
(perhaps 70%) of their time involved in assessment activities. The psychia-
trist for the facility is on campus three hours per week and the cases seen
by him are screened by the psychologist. During the time the consultants
were on ground, it was observed that the psychiatrist was spending a portion
of his time writing reports as opposed to -seeing youth or talking with staff.
Staff frequently voiced the opiniaon that they never have an opportunity to
meet with the psychiatrist but wereonly furnished his reports. It was also
noted that the psychiatrist is reimbursed for about one and one-half hours

of travel time coming to and going from the facility.

Medical services for the institution are provided by three R.N.'s who are
scheduled fram 7:00 a.m. to 7:00 p.m. Monday through Friday and from 7:00 a.m.
to 3:00 p.m. on Saturday and Sunday. A doctor is on contract to come in and
do physicals on Monday of each week for those youth who are admitted during
the prior week. The medical staff at Dobbs views dental work as a high

priority.

The Assignment to the Wing Program was observed as having seven youngsters
in it. ATW is currently housed in Madison Cottage, has eight staff with

two persons per shift with double coverage also an weekends. As mentioned
previously, there are two days per week when single coverage occurs on the

day ‘shift. However, during that time in the building, there is also supportive

help available because the unit supervisor's office is there as well as two
social workers. Educational programming takes place in the building as does
recreation provided by the recreation department for one hour each day.
Meals are served in the wing.

The school does not have any variations in the Assignment to the Wing Program
as was experienced in some other facilities (like the long—term Assignment to
Wing Program at Samarkand Manor). The operation of ATW, however, does have
sane uniqueness about it since the supervisor will allow the youth to go
outside of the cottage for special activities if they have demonstrated

good behavior during that day. For instance, the youth may be taken tc the
canteen by staff, to the gymnasium if their cottage isn't involved in recrea-
tion there, or the recreational workers might be able to take the youngsters
outside for their one hour of recreation rather than provide it inside. The
school detention capability is also housed in the ATW 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 mealtime, they are served their meal
in the roam, otherwise ATW students eat in the dayroom. Social workers are
required to visit the youth in ATW on a daily basis for counseling. This rule
is strictly adhered to. Both girls and boys are housed in the ATW Unit. At
the time of the on-site visit, one voungster who was on ATW 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 two students, one male and
one female, and to separate them the male student was being held in the ATW
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Unit and the female student in orientatiom.

This 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, regulations, and program aspects of the facility.
The administration of the Dobbs School has had to make many campromises

of the therapeutic program because of the structure of the facility and
the lack of staff. The placing of tne ATW student in the orientation is
one example of this. However, that happens frequently to the orientation

program.

Other examples include the fact that from October 3, 1980 until March 2,
1981, the orientation program only operated until 4:00 in the afternoon.

At that time, the youngsters were transferred to the left wing of Reed
Cottage and mixed in with the older boys housed in that area. This 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 time they transfer the orientation students to the other wing to

sleep.

The consultants also observed that a female foster grandparent had been
assigned to the orientation wing because there were female students in
orientation and no female cottage parent or counselor technician to provide
supervision. This is an inappropriate use of foster grandparents——a program
which is emphasized by this institution and which should be utilized more by
the Division.

The recreation department for Dobbs School consists of three recreation
workers. There is a large recreation building (Lecnard Cottage) which houses
their offices, the canteen, and indoor recreation areas. In general, this
building is very old, and inadequate to meet the needs and purposes of the

recreation program.

Recreation is provided to all cottages for at least one hour per day as

well as on~site at the ATW Program and the orientation unit. Each day, 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 gymnasium

(operating simultaneously). On Wednesday evening, there is mid-week Vespers
conducted by the Chaplain and on Sunday recreation activities are supervised
by cottage life staff. It is apparent, however, that cottage life staff have
to be very much involved in the supervision of children during the recreational
periods for usually there is only one recreation worker available in any area.

The recreation program needs to be expanded. The addition of another recrea-
tion staff member would help, but there should alsc be an attempt to utilize
to a greater degree cammunity volunteers. The recreation department also
operates a Boy Scout troop, Girl Scout troop, and the Nypum Program that is
found in all DYS facilities.

Observations made by the consultants in other areas include the fact that
the food service and quality of the food on the day of the visit seemed to
be excellent. The kitchen and dining areas were extremely 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 irdividual treatment 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 PROGRAM

In capsulized form, the consultants made the following observations regarding
the strengths and weaknesses of the Dobbs School.

Strengths:

(@]

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

The cottages are clean and in general good repair;

The best chapel in the DYS system and a full-time Chaplain
who is involved with the treatment program;

Top management team plans for and accamplishes a good communi-
cation process at their level;

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

Local media has becare interested in the school and publishes
one to two articles of a positive nature per month about the

facility;

For the past two years, the institution has held an annual planning
meeting involving numerous staff on a two-day retreat to set goals
and objectives for the upcaming year for the school;

Iong-term staff has given the school its stability. They seem
to have a lower turnover rate than other facilities;

Morale of stz2ff has and is becaming more positive; and,

*

Wea}mesSes :

(@]

Hours for social workers follow traditional institutional norms;
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It is too easy for youngsters to be removed from the academic

o
setting for counseling purposes;
0 There is a lack of training for cottage life staff in group
process and dynamics;
o0 Vocational programs are lacking and too narrow in scope;
o The hours of the psychiatrist are not supervised adequately
nor are they integrated to meet the needs of the staff and kids;
o There 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;
¢ There is an absence of an appeal process;
o Selection of student council rembers does not include any input fram
students;
o With a large cadre of lang-term staff, there is minimal innovation
and vitality apparent;
o Physical layout of same 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 cammodities; and,
o Activities after school and in the cottages are lacking.
RECOMMENDATIONS
1. The recreation program needs to be expanded by the addition of at
least one more staff member and re-evaluated in regards to structure
and organization so that all cottages can participate every night in
both gym and recreation center activities, and so the recreation
staff can be more involved in the treatment teams.
2. A dedicated effort should be made to increase the nurbers of staff
in at least cottage life and social work areas.
3. Students should be involved in the selection of student council members.
4. A review should be made of all of the "management meetings" 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 meetings are adequately facilitating communication
between and among the various levels of staff and soliciting
input for the decision making from lower levels of staff.

The psychiatrist should be required to utilize time on campus
for seeing youth and/or meeting with staff around treatment
issues.

A concerted effort should be made to recruit qualified, white
administrative persormel so that the top administrative structure
more adequately reflects a racial balance with the population of
the school.

As an integral part of the treatment program, the education camponent
should be stressed and, therefore, youngsters should not be called
out of classes or essential academic activities for routine counseling
sessions, errands, etc. Staggering of the hours for social workers
and psychologists should help alleviate some of this. There is also
no reason why same educational activities cannot occur in the evening
particularly vocational programming, some remedial courses, GED '
preparation, etc. These courses could even be opened to the public.
This would provide a service to the cammnity, increase community
relations, keep the youngsters in touch with the mainstream of the
outside world, and because of the contact with the institution pramote
a better understanding among commmity 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 among
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
from 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 may came fram 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 approximately

104 were filled on the day of the on-site visit. Since July 1, 1980, there
have been 17 employees (7 males and 10 females) leave the employment of the
Center for an 18% rate of turnover so far this year.

During the previous fiscal year from July 1, 1979 through June 30, 1980,
therewere 29 staff (15 males and 14 females) separations. This represents
an almost 32% rate of turnover. As with other institutions, the greatest
rate of turmover 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 amployment of the school. This is an excessive rate of
turnover even if one includes in a comparison the total staff complement
(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 several positions allocated to it that are yet to be filled.) The
staff also feel they receive the toughest, most difficult kids in the system
and that the facilities are inadequate to handle these youngsters.

The youngsters coming 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 program. 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
pointed 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

FOR CALENDAR YEAR 1980

C. A. DILION

MONTH BOYS GIRLS TOTAL
January 67 16 83
February 70 19 89
March 65 20 85
April 68 19 87
May 63 16 is}79
June 62 15 77
July 58 14 72
August 54 15 69
September 64 13 77
October 67 13 80
November 66 13" 79
December 65 13 78

Average Daily Population - 64 15 79
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7/1/79 - 3/1/81
C. A. DILLON SCHOOL
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TABLE #17

EMPLOYEE SEPARATTIONS

Classification RACE SEX

Title White Black Male Female Total
Training School Director 1 1 1
Psychologist II | 1 1 1
Accounting Clerk ITI 1 1 1
Juvenile Evaluation

Counselor I 1 1
Youth Development

Cottage Life Director 1 1 1
Cottage Parent Supervisor II 2 1 1 2
Cottage ILife Counselor

Technician 6 8 4 10 ~14
Cottage Parent II 4 7 9 2 11
Teacher ‘ 1 3 2 2 4
Cook Supervisor I 1 1 1
Food Service Assistant II 3 2 1 3
Clerk Typist IV 1 1 1
Juvenile Evaluation

Counselor 1 1 1
Educational Specialist 1 1 1
Principal Youth Services ‘ 1 1 1
Food Services Supervisor IV 2 2 2

TOTAL 21 25 22 24 46
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For instance, there were 79 youth in residence at the time of the on-site
visit which is approximately 12% below their maximum workable population.
Similarly, the average daily population for 1980 is in that same range.
All of the other DYS facilities are operating at or above their maximm
workable population. The school also has a cadre of very experienced
staff that can work with these youngsters. Fifty-two of the staff have
been with the Division for over fjve years (approximately 58% of the staff
comlement) . 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 could be activated
and refocused to meet the needs of the youth they are serving.

s

A briefing with administrative staff on the day of the on-site visit
revealed that they felt there existed on campus a morale problem because

of the frequent turnover and understaffing (particularly in the cottage
life) . There has been a request for 25 additional positions for cottage
life. Also, same key adninistrative positions are currently vacant. There
is no clinical director (although one was scheduled to be on board April 1,
1981) and the position of principal of the academic school was being filled
by a person in an acting capacity. With such key positions not being
filled, there is an cbvious void in the leadership of the facility. It is
the consultants' observation that this program needs direction and vitality.

PHYSICAL FACTLITIES

The C. A. Dillon School has three main cottage life areas, A-Cottage for
females, and B and D Cottages for Males. D-Cottage houses the re-education
program and the developmental disabilities program 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 contrast
to the other DYS facilities, they could have used a general clean-up. For
instance, in the girld cottage, several of the walls were dirty in the
individual rooms. 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 program was particularly austere. There was a

lack of storage space and the desks that were assigned the students were in
very poor shape (considering that the academic school had several desks

and storage lockers in storage that were of a higher quality).

Camplaints were received from many students about the problems with cock-
roaches. This was particularly true in the D-Cottage. Consultants personally
observed cockrovaches in the water fountain of B-Cottage. A general clean—up
and painting is hecessary for the hall areas of the academic school. There is
a lack of furniture in the day rocm areas of the male cottages. The vinyl
furniture is in very poor shape while the newer wood upholstered furniture

is attractive and comfortable.

This is the only facility in DYS which is fenced. The fence, however, is
quite short and easy to climb. The institutional grounds themselves
contain many rolling hills and numerous trees making observation and
surveillance quite difficult. There is no communication system which
allows for people in isolated areas to receive assistance in case of an
emergency. There are four mobile school units that are very isolated. At
the time of the on-site visit, three were being used for special

school labs while one was being used as an office space. Overall, the
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TABLE #18

ADMISSIONS AND RELEASES

FOR CALENDAR YEAR 1980

C. A. DITLION
ADMISSTONS RELEASES
MONTHS
New Cond. Condi-| Rumaways
Release tional
Total M F B W Rev. Discharge | Rel. Hame | School
January 4 {3 11 |3 |1 2 6 4 5 5
February 0 {0 {0 {0 |O 0 4 4 0 5
March 2 {2 {0 2 ]O 0 9 2 0 10
April 3 13 |0 {1 2 0 3 1 0 2
May o [0 ]o |0 joO 0 11 7 2 1
June 1 {1 {0 {1 {0 0 10 4 0 1
July 1 |1 (0 (0 §1 0 3 4 6 0
August 2 2‘ 0 |0 |2 0 11 2 3 8
Septermber 2 {2 o |2 o 0 2 0 0 8
October 019 jJo |0 |O 0 3 0 0 5
November 1 {1 0 |0 (1 0 3 1 0 7
December 0 {0 |O |10 |0 0 4 2 0 6
TOTAL 16 {151 119 7 2 69 31 16 58
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i i ifficult to su ise and monitor. A security
campus is attractive, put difficul perv. e ride Back-u

services to the school and the programs t:r.xat are gperational 24 hours a day,
as well as monitor those program areas which are isolated.

TREATMENT PROGRAM

i1itd i ivisi £ Youth Services, the C. A.
:th all the facilities in the Division o . .
IA)?_l‘]'gn School utilizes the Majnstregm Piograrzh go?gig’iif_—;rl:éztbasm'zm
. f +he five schools observed, 1t 1S oommi.
gilmdgl. This is particularly true in regards to same of the sec.:oni?-xy
aspects of the model such as the empha_lsis on treatment teazms, coordination
of services, and development of individual treatment programs.

o tmnes . They do not meet on
i lack of commitment to the treatment teams )
ihirezujizrabazis and supportive staff such as nurses, psych:igg:.sts, an?Js .
i t attend the meetings. Beca
recreation personnel often do noi_: Or canno . S e
i lines of cammmication amongst the verious Statt -.©
gia}:?luié igups cannot be as efficient as in same other facilities. However,

the placement of the social worker's office in the individual cottage has

provided for a greater opportunity for interaction with cottage life staff.

The program seems to mechanically follow the guidelines of the Mainstream

Program, yet one does not receive the impression nor the feedback that

they have "bought into it."

The main program on campus, except for the specialized treaf thmentsgtmgre viiié
i i time o e on-—

i t provided by the academic school. At the .

Eeizawag a high <3.ec_;1:"Y ce of unrest among several of the teachlng-staff .d

There were mumerous camplaints of lack of bas:l.ckssuppllei : exéla;:i:éa(lmsf ?rnery

equipment. Same teachers felt that the textloo _ supplie '

1ittle use because most of the books were at the junior high ind ?;gh These

school level while many of the youngsters were at much lower leve 'a

frustrations, carbined with the lack of permanent le;derslélg éllleir 'well

i teachers IO -

incipal) , and serious concerns of some_of the e

EZ;.Dnglla)nd) éafety, all contributed to their un.r?st. Many were specifically

upset over the disposition of the case of a child who had attacked one of the

female teachers.

demi. —— 4.

i ic program has an adequate numbgr of teachers—-there are 1 .
glzdgi?:ion toptg?.js:, there are two recreation workers that ptgoglgg ac;:w;iles
between 1:00 p.m. and 9:00 p.m. on week' ‘days and 12:00 p.,m.l : hgé two
Sundays. The school program, in addition to 11;5 regular c‘as_ies, oo
special reading labs and a math lab. At.the time of tl}e visit, theylass

in need of a math lab teacher. Observe_itlons of the chlldre:h in cce S
revealed that no class had more than five youngsters (with ih:ecxee D

of the recreation class which had seven) and most had two or £ in. _—
Among sane of the vocational courses.offz.ared aJ.:ewoodworkﬁg, ype gé -
econanics, and automotive repair (which 1s basically small engin pai

.7 +ime working on the mini-bikes for
and the youngsters spend much of their time gof she ive class

ypun Program) . A discussion with the teacher or 2
igxereliled that he was supposed to have seven.students in his cl«’fl_ssr?.an during
that period but two of the youngsters were involved wn.th'vvogztton:h o wing
rehabilitation, one was on a hame visit and two were assign (o) wing.
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A check of the youth assigned to the wing during that day revealed that
14% of the institution's population was on that status. This significantly
cuts down on the number of youth attending the school program. Although
youth on ATW status are to continue their educational activities, the
teacher formally assigned to work in that program had to be pulled back

to work in the school because of licensing and accreditation needs. For
those youngsters who are on ATW, assignments are given to them fram their
classes and they are expected to camplete them while in the wing under the
supervision of the cottage life staff. This results in a haphazard
continuation of their educational programming. In essence, the ATW
Program is no longer punishment, but rather gives youth the ability to
take a vacation fram school and lay back in the wing and watch television.
The ATW Program needs to be evaluated and restructured.

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

The school also operates two special treatment programs. The Crossroads
Program works with youth with developmental disabilities. It is a three-year
program that started in Octoker, 1979. Currently, 25 youth (23 boys

in D-Cottage and 2 girls in A-Cottage) are involved in the program. Five
other students have returned to the cammunity. The program tracks these
students and is responsible for them for one year after leaving the
institution.

There are eleven regular staff assigned to the Crossroads Program which
includes a director, five training parents, a secretary, a psychologist,

a clinical service social worker, a part-time social worker and a recreation
worker., Students are imvolved in regular school during the day and
intensified programming after school. The first children began entering
the program in January of 1980. This is a very staff intensive program

in contrast to the staffing pattexrn for the Mainstream Program on campus.
Individual habilitation plans are developed for each youth. The plan
covers a four-to six-month period of time. Each week there is a general
staffing meeting and once a week there is a cammnity meeting in the wings.
D~Cottage has three wings, two of which house youngsters in the Crossroads
Program and one of which houses youngsters in the Re-education Program.

The Re~education Program is very new on campus. At the time of the on-site
visit, there were 16 students assigned to it. It, too, is staff intensive
and this seems to have caused sawme jeglousy and unrest among the cottage
life staff. Six positions have been given to the Re~education Unit, thereby
diminishing the number of cottage life positions available for the Mainstream
Program (yet counselors fram that area had to provide coverage for the
program on the weekend) . The Re-education program is now going through a
phase of getting itself integrated into the C. A. Dillon School. Youngsters
in the program are "testing" the staff and it will be a while before the
program is fully functional. The developmental disabilities program

seamns to have a number of strengths including adequate staffing, involvement
of students' families, greater individualized programming, frequent hame
visits, and the time to work cocperatively to coordinate other agencies'
efforts with the youngster. Continued follow-up with the children involved
in the program will determine its success. Both this program and the
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Re—educational Program should be concerned about and :?ddress; the problem
‘which requires them to rely upon counseling staff ass:.gngd.to the general
institution for same daytime coverage and weekend supervision.

j i i i f the facilities,
Tnterviews with youngsters regarding the quality o
p?ogramning and szf revealed camplaints about the food, lack of
recreation and "things to do," excessive heat in D-Cottage, and a general

proliferation of cockroaches.

STRENGTHS AND WEAKNESSES OF PROGRAM

i tions
ulized form, the consultants made the follow:mg observa
}:negca:a;gJSng the strer'xgths and weaknesses of the C. A. Dillon School.

Strengths:

o The Crossroads Program;

© The Re-education Program potentially;
o A full-time volunteer services coordinator;
o Low student population;

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

o Cottage facilities with single occupancy roomus; and |

o A medical program which is responsive to both medical and psychiatric

neixds of the youth.

Weaknesses:
i i i ity facility when in
o The reputation of being a maximim security
reality the C. A. Dillon School is structurally no more than a
minimm security facility;

o Staff involvement and understanding of the Mainstream Treatment
Program;

o Vacancies in key administrative positions;
o Im morale which is pervasive throughout the institution;
o Many areas of the institution are in neec? of decoration and paint;

o Staff have developed a defeatist attitude and tend to rgly upon the
perception that they are dealing with the most "aggressive and
difficult kids in the system" to support their apathy;
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o lack of supplies and materials for the academic program particuiarly
the vocational education classes;

o Inadeguate pést control procedures;

o Physical plant is difficult to supervise and monitor because of
the hills and trees;

o Lack of a facility security staff;

o No camprehensive and/or limited radio/CB/emergency cammunication
system;

o Assignment to the Wing Program; and,

o Lack of camitment to the treatment team concept.

RECOMMENDATTIONS

1. There should be established a security force of counselor technicians
and/or cottage parents who are not assigned to a specific cottage
but can provide support, monitoring, 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, job,
etc.

2. There should be established same type of emergency cammnication
system either with radiocs or, for; isolated areas, a buzzer system that
can alert people that there is a staff person or student in trouble.

3. Physical security should be improved by heightening the fence and
using a smaller mesh wire. Same similar results could be obtained
by increasing the cottage life staff in a ratio more similar to
that found in the special program units.

4. The treatment team approach and the individualized treatment for

youth are gcod concepts and should be strengthened at this facility.
An evaluation and examination of the typical Mainstream Program
should occur to determine its appropriateness for the general
population of the C. A. Dillon'School. One may find that it is
more appropriate to operate a series of specialized treatment
programs since most have already proven that they are unable or
unwilling to respond to this program model at other institutions.
Individual ocontracts with youth, a Mutual Agreement Program, and a
modification of the Mainstream point level system may respond

more appropriately to the needs of these youngsters as well as provide
the institution with its management controls.
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The administration and the maintenance stgff n@c.’i to make a
concerted effort to repaint the cottage llfg living areas and
other areas in the institution that are subject to considerable

use by students and staff.
A more adequate pest control procedure needs to be developed.

monitoring and observation of the special program operating
g}lomse (Re—edmmaﬁm and Crossroads) should be undertaken to
identify techniques, procedvres, processes, special areas of ‘
emphasis, etc., which work well and which could be replicated in
the general program. The institution should take adva.mtage o'_f
these programs to identify staffing.pat'.terns or techniques which
could be of use to the general institution.

There are same very difficult to handle youth housed in the Dillon
facility. These youth may require a more physically secure |
structure. Consideration should be to the develomment of a separate
cottage and fenced-in area that could humanely hc:use and cczntai_n
these youngsters while providing for.aunple opportunity for outdoor
recreation, education, and therapeutic programming.
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BCKERD WILDERNESS EDUCATIONAL SYSTEM CAMPING PROGRAM

During the weeks of Feb. 16 and March 2, consultants from the John

Howard Association visited three of the therapeutic camps operated by the
Eckerd Wilderness Educational System (EWES) in North Carolina. The con-
sultants also received volumes of materials from EWES, the Department of
Human Resources, and the Governor's Advocacy Council on Children and Youth
regarding the operation of the four regionally based wilderness canps.

Under an amended agreement with the Department, these camps now have to
serve a minimm average daily population of client campers of 224 through-
out the four camps. (Subject to the availability of referrals by the
Department.) With this new contractual agreement, the camps are in the
process of expanding their capacity fram 50 youth per camp to 60. Each
camp would include five therapy grouvps of ten each and one transiticnal
classroam group of ten. As of 16 February 1981 there were 201 children

housed in the four camps.

The first camp of the system to open was Camp E-Tch-Kalu. It opened on
December 5, 1977, and serves a 34 county western region in North Carolina.
It is located just ovtside of Hendersonville. The second camp to open
was Z-Ku-Sumee, fommerly LINC Carolina Boys Camp, near Candor, serving a
17 county south central region. This facility opened on March 6, 1978.
The third facility opened on January 29, 1979. Camp E-Ma-Herwu is located
near the eastern coast near Newport, and serves the 33~ ‘
county eastern region. The final camp to open was Camp E-Mun-Talee. This
facility opensed on June 4, 1979, and is located near Lowgap-

It s&rves a 16 county area in the north central region.

The current contract for the canping program calls for the following staffing
pattern that includes 27 staff:

Group A ~ Administrative

1 Resident Camp Director

1 Resident Assistant Camp Director
3 Family Workers

1 Secretary

1 Business Manager

Group B - Counselors

1 Educational Coordinator
1 Transitional Classroam Teacher
1 Transitional Classroom Group Counrelor
1 Therapy Group Waork Supervisor
2 Supernumeraries
10 Therapy Group Counselors

Group C - Support Staff

1 Maintenance Supervisor
1 Utilities worker
2 Cooks
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The contract calls for the camp to maintain to its best efforts a full
staff complement, but in any case not exceed an 8.2% vacancy rate in any

group.

To be accepted at a camp, the child must be referred by any public or
private children's services professional to a screening and referral
camittee located in that youth's region. Each of these regional screening
camittees include the contract manager for the Department of Human
Resources. The committees include one representative from each of the
following organizations/agencies: The Administrative Office of the Courts;
Youth Services; Social Services; Public Instruction; Health Services; Mental
Health, Mental Retardation, and Substance Abuse Services. Therefore, there
are six regionally located members for each of the screening and referral
comnittees in addition to the Department of Human Resource's Contract
Manager.

Acceptable cases screened by this committee are placed in a referral "bank"
in the Department of Human Resources central office files. Upon request
from a camp director, up to three referrals will be made for each vacancy.
The camp director then reviews these referrals and can accept or deny any
or all of them. However, the director must provide documentation for the
reasons why one was selected over the others (or why none were acceptable)
and make recammendations for the continued status of the remaining referrals.
With the new contract, if there are not a sufficient mumber of referrals
available on a regional waiting list, referrals can be made fram another
regional waiting list with a caveat that the distance from the child's
home to the receiving camp cannot be greater than the distance fram the
child's home to his/her local regional camp.

The Therapeutic Camping Program is described as "an alternative treatment
process for children who have behavioral problems and/or are in conflict
with the law. The program serves children with behavior problems who may
be unusually aggressive and cannot function in a normal commnity, school,
or family setting. The Therapeutic Camping Program is an alternative to
specially designed commumnity or institutional programs." (Fram Department
of Human Resources publication of December, 1980 entitled North Carolina
Therapeutic Camping System, )

In capsulized form, the camping program attempts to help the camper learn
to cope and survive in a primitive enviromment. It is a simple existence
free of many of the pressures and/or distractions of the modern 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 maximm of 10 campers
per site. Two "counselors" live with the campers providing 24-hour a day,
seven day a week supervision and guidance. Since each "counselor" receives
two days off per week, there is single coverage for the group during four
(and sometimes five) of the days. Usually double coverage is provided during
the two days that the campers cook their own meals at the camp site.

An emphasis is placed on developing a group spirit and cdmraderie. Peer
pressure forms a basic foundation for the "treatment process." Also
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c_:onfrontation of problems is another key process. If one of the group members
is having a "problem" with attitudes, behavior, accepting responsibility, etc.
the group will immediately stop what it is doing to discuss the problem and
a}tt‘gnq.at 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 "positive." 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 positive potentialities and
strengths. By learning to cope with a sometimes hostile environment and
developing basic survival skills, the youth should begin to feel more positive
about himself. Group activities which accomplish 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-worth.

Educat::Lon in this environment occurs in a planned but secandary fashion. For
the majority of the time youngsters are in camp, they are not in a formal
schcol setting. Basic reading, writing, and math skills are 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. Meal planning for
the camp site includes math, reading, and writing skills, since youngsters
have to develop menus 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 more traditional educational system.

Anoi;hgr key aspect of the program is its work with and contact with the
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 canp,
as well as be available for counseling. Therefore, the family structure as
a'who'le 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.

The Wi]_.derness Camping Program in North Carolina has come under criticism

on wvarious occasions for a variety of reasons. The extensive use of peer
pressure to bring.about individual change, the harsh conditions under which
the campers occasiconally 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 these
concerns that the report attempts to address.

CAMPING FACITITIES

It &}hguld be noted that the consultants' expertise rests in the area of
administration and programming for delinquent youth. Although camping
programs have been observed by the consultants, greater expertise in
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evaluating the physical appropriateness of a wildermess camping program may
be found among personnel and staff of the American 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-permanent tent structures which include
sleeping tents, a cooking tent, a dining tent, and storage areas for equipment.
The sleeping tents have wooden floors and appeared sturdy. Certainly they would
be uncaonfortable under harsh weather conditions and very cold in freezing
temperatures, but provision had been made to keep them warmer in the winter
time. Interviews with youth and staff revealed few camplaints about the cold
and no complaints about not having sufficient clothing or sleeping gear to
keep warm. All youngsters interviewed felt that they were quite warm once
they got into their sleeping bags, comforters and/or blankets.

The camp sites looked well-maintained even tiiough it was raining during two
of the on-site visits. Cleanliness of the eating utensils at the camp sites
varied fram extremely clean to dirty (at the camp site where dirty utensils
were observed, the youth in charge of cleaning was having a "problem"

about the adequacy of his campletinc 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 administrative 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 camned goods
at Camp E-Tch-Kalu was inadequate. It was an older building that did not
have adequate storage space. The roof leaked and the stored goods were 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, extremely well-organized, very clean,
and well-managed.

As mentioned above, the camps are in the process of expanding their capacity
to 60 (5 therapeutic groups and 1 transitional sgchool group). On February 13,
1981, there were 200 youngsters in the camping program. (See Table #1.)

Under the current contract, the Department pays $31 for each camper per day.
This converts into an annual cost of $11,315 per yvouth. However, the program
has been operating since December of 1977 and as of the middle of Febrvary,
1981 had only graduated 91 ycuth. The State of North Carolina has expended
approximately $6,240,000 on the program as of January 1, 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 following 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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Table #1

Status Report

February 13, 1981

Status E-Mun-Talee E-Ma-Henwu E-Ku-Sumee E-Toh-Kalu Total
Total in Camp 49 51 55 45 200
Therapy groups 43 45 48 43 179
Classroam 6 6 7 2 21
Total Not in Camp 88 102 194 215 599
Screening Conm.
Disapprove 10 12 21 14 57
Dir. Disapprove 25 29 20 28 102
Before Camp
Withdrawal 32 37 84 88 241
From Camp
Withdrawal 9 15 27 30 81
Terminated by
Camp 3 2 8 14 27
Graduated 9 7 34 41 91
Waiting List 1 2 7 13 23
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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 time the camps have been
in operation is $45.95, which translates into an annual cost of $16,771.53.

Factors that affect the per graduate cost include the length of stay (longer
lengths of stay allow for fewer youth to became involved in the program) and
rate of withdrawl/texrmination. As can be seen fram Table #1., 108 vouth have
withdrawn from the camp or were terminated—a figure almost 19% above the
number who graduated from camp.

One would assume that as the camps operate over a longer period of time
that. the number of graduates would gradually pass and exceed those hav:Lng

withdrawn or being terminated by the camp. However, there is no camp in
the system where this is the case. DBIven E-~Toh~Kalu which has been open for
almost three and one-half years, has more terminations and withdrawls than
graduates.

STAFFING 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 administrative capacities at the various
camps had been pramoted 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 Program. At the E-Mun-Talee facility, the range of experi-
ence with the Therapeutic Camping Program for the top administrative staff
varied fram four years to seven years. On the other hand, the counselors
assigned to the individual therapeutic groups had been there a much shorter
period of time. For instance, at the E-Mun-Talee Camp, the range of
experience extended from one month to 19 months with the program for an
average term of employment of about seven months. Indeed, for this facility
the group counselors had considerably less time 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 months with a range of four days to a maximum
of 20 months.

New employees receive both pre-service and in-service training. The
Preservice training is called Catatoga training and takes place in Florida
where the individual receives a combination of classroom 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 involved in
in-service training (post~Catatoga) usually provided by the group work
supervisor, the assistant director, or director. Much of the training
concerning the therapeutic process, group work skills, specific techniques
to utilize when working with youth, camping skills, etc. has been developed
into programmed learning packets. These form 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 complement, training
is sometimes subject to re—scheduling due to staff coverage needs. At the
time of the on-site visit, the post—Catatoga 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 policies and procedures for the operation of

the camp, personnel manuals, emergency procedures, goals and objectives

for the program, minimum standards for all areas of functioning, statements
of philosophy, screening and testing procedures for staff and prospective
campers, training manuals and cycles, staffing requirements, record-keeping
systems, all of which appeared to be very camplete and detailed. Special
incidents are recorded on forms and logs detailing the specifics of the
incidents and their resolution. These forms are forwarded to the Department
of Human Services with copies kept at the camp. Examination of these forms
revealed no untoward amount of reported use of excessive force on children
or abuse by a child's peerrs. The forms were often filled out with surprising
candor and conpleteness, even when the employee seemed to be at fault.

CHIID CARE/ TRnAClIVlENT/ QUALITY OF PROGRAMS

As stated above, the consultants did not note an unusual amount of spec1al
incidents for a program of this type. There was no evidence that children
were physically punished. Discussions with youngsters in the programs
revealed no complaints about physical brutality either from staff or fram
other campers. The process for handling a youngster that becames angry and
out of control (i.e., fighting or destroying property) is to hold him with
a minimm of force until he calms down. Group members would help with this,
but it is the major responsibility of the counselor. If it were serious
there is a procedure for holding the person to the ground (in spread eagle
fashion), again with minimum force and only until the person becomes calm.
This latter procedure seems to occur very infrequently and several youngsters
could not recall it every being used.

The observations of the treatment program by the consultants and the staff
of the Governor's Advocacy Council  which accampanied them, were remarkably
similar. Much of the time spent at the camps (with the exceptions of the
initial briefing and some data gathering) were spent in the camp sites with
the group counselors and children. Some of the observations follow:

0 Most of all the children were happy with the program and had
very few camplaints

o All of the youngsters revealed a pride in their camp site,
their individual living area, and their activity areas
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In general, the youth were very excited about visitors, with some

of them becoming almost hyperactive

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

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, treatment 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 more

protective of the program.

o The mean zge of éampers 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 time in daily "camp
keeping chores" and routine activities.

o The use of peer pressure conbined with a very oconcrete, and structured

program produced a very camnfortable environment for same youth, was

highly traumatic for others (p

tion skills or anxiety prone), and was very powerful in producing

conforming behavior.
as equally susceptible to pee

visits and came back talking of drugs, alcohol, and mischievous
behavior.

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

staff. :

DISCUSSION OF ISSUES

The John Howard Association recommends the following issues be addressed by

the State of North Carolina in relation to the Eckerd Wilderness Camping
Program. ,

lﬂ

Lefinition of the Target Population

The Department of Human Resources publication describes the Eckexrd
Wilderness Educational System Camping Program in North Carolina as
"an alternative treatment process for children who have behavioral
problems and/or are in conflict with the law. Therapeutic Camping

articularly those with poor commnica-

Yet, many counselors noted that the youth were
r influence when they went home on home

paired up with the more skillful
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Table #2

Age of Campers at Entry

AGE CAMPS TOTAL
E-Mun—Talee E-Ma—Henwu E~-Ku—-Sumee E-Toh—-Kalu
No. % No. % No. % No. % No. %
9 2 4.9% 2 4.6% 1 2% 2 4.2% 7 3.9%
10 5 12.2% 3 6.8% 0 0 5 10.4% 13 7.1%
' 11 0 0 2 4.6% 5 10.2% 6 12.4% 13 7.1%
12 8 19.5% 9 20.4% 6 12.2% 8 16.7% 31 17%
) 13 13 31.7% 14 31.8% 15 30.6% 8 16.7% 50 27.5%
_ 14 8 19.5% 10  22.7% 9 18.4% 12 25% 39 21.5%
15 4 9.8% 4 V9.l% 13 26.5% 6 12.4% 27 14.8%
16 1 2.4% 0 0 0 O 1 2.1% 2 1.1%
TOTAL 41 100% 44 100% 49 100% 48  100% 182  100%
Mean 12.7 12.7 12.7 12.7
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Table #3
Age

of Campers at the
Time of the On~Site Visit

T R R

E-Mun-Talee E-Ma-Henwu
Age No. % No. %

9 0 0 - 2 3.%
10 4 8.2% 1 1.9%
11 0 0 5 9.3%
12 6 12.2% 9 16.7%
13 6 12.2% ) é 16.7%
14 10 20.48 11 20.4%
15 14 28.6% 7 13%
16 5 10.2% 5 9.3%
Unknown 4 8.2% 5 9.3%
Total 49 100% | 54 100%

Mean 13.2

Mean 13.7
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Program is an alternative to specially designed community or
institutional programs."

Materials from the Fckerd Wilderness Educational System (EWES)
identify the major thrust of the program as a therapeutic service
for emotionally disturbed youvth who might otherwise need psycho—
logical or psychiatric services. The official brochure of the
Eckerd Foundation describes the program as serving children from
ages 8 to 15 who have been professionally diagnosed as having
emotitnal problems., Other support materials emphasize emotional
problems and targeting the program for emotionally disturbed
children. Department 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 procram is serving a broad range of children with a
variety of problems. It is clear that it is not a mental health
oriented program in that there are no formal psychological or
psychiatric services or regular oversight by mental health staff
for the State of North Carolina.

Many North Carolinians including several members of the Governor's
Advocacy Cournicil on Children and Youth thought the program was
designed to serve as an alternative to training school, A histerical
review indicates that the program emanated out of interest of

mental health professionals not correctional professionals.

A look at the source of referrals to the program as of February 13,
1981 (Table #6) reveals that about 30% of the referrals came from
the courts. About one~fifth are from mental health, and a little
under one-quarter are from social services. Public instruction
provides 16.9% of the referrals. Nearly 65% of the referrals
generated for this service are coming from areas other than those
traditionally associated with the courts or law enforcément.

#F .
Table #5 lists the contacts youngsters with prior court history
have had with the court. Table #7 lists the types of offenses
youth are charged with when coming into the Division -of Youth
Services. A caomparison shows that youth comitted to DYS have
been charged with an offense and a major portion of the remainder
are only guilty of being dependent or have camitted a status
offense, One can quickly perceive the major difference in the
types- of behaviors exhibited by youth who go to camp as opposed

‘to the training schools. While FEWES 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 committees are |
focusing on youth who are pre—delinqmnt. If this is the case,
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why would these youth be staying longer periods of time than their
delinquent counterparts in training schools without the benefit of
due process of court commitments? One would assume that there is

same kind of correlation between less serious delinquent behavior

and less serious personal/emotional problems.

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

Length of Stay

Table #4 identifies the length of time campers have been at the three
camps viewed by the consultants. It should be noted that almost 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 months. For youngsters
in this transitional program this length of time 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 special procedure as an adden-
dum to the contract requires that a progress report be prepared cu any
child not expected to leave the program within 12 months and in addi-
tion any extension beyond the 15th month must be requested in writing
and have the approval prior to the expiration of the 15th month. - EWES
expect that 50% of the population will have been in the program seven
months or less once the transition to the 15th month limitation has

been conpleted.
The length of stay raises the following concerns:

a. The voluntary nature of the cammitment with lack of any due
process because youth are not committed by court, should cause
the length to be examined. Although comparison with the train-
ing school population average length of stay (10.1 months) is
not totally valid because the populations are different, the
question remains what behavior would support a length of stay
of one year to 15 months without the benefit of due process
given the less serious and less fregquent law violations.

b. There currently exists no formal criteria for release or
graduation other than the internal treatment team process
at the camp and the new formal procedure of review. A process
of voluntary commitment that allows the contract manager, EWES
staff, and referring agency to solely decide on criteria for
release does not provide adequate external review.
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Iength of Stay for Campers

At Time of On-Site Visits
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Table #4

Total
Months E-Mun-Talee E-Ma~Henwu E-Toh-Kalu Numbexr Percent
0-1 4 8 0 12 8.2%
1 0 6 3 9 6.1%
2 5 5 3 13 8.8%
3 5 0 2 7 4.8%
4 4 1 5 10 6.8%
5 2 5 3 10 6.8%
6 0 1 6 7 4.8%
7 2 1 1 4 2.7%
8 0 0 4 4 2.7%
9 0 0 2 2 1.4%
10 1 0 1 2 1.4%
11 0 0 1 1 0.7%
12 1 1 6 8 5.4%
13 2 1 0 3 2.0%
14 0 0 1 1 0.7%
15 5 0 3 8 5.4%
16 1 0 0 1 0.7%
17 3 0 0 3 2.0%
18 4 1 1 6 4,1%
19 9 2 1 12 8.2%
20 1 2 0 3 2.0%
21 0 6 0 6 4.1%
22 0 3 0 3 2.0%
23 0 4 0 4 2.7%
24 0 6 0 6 4.1%
25 0 1l 1 2 1.4%
TOTAL 49 54 44 147 100.0%
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Table #5

Court Contacts For

Youth in Camp

Six Months After Start-Up

" o Ty
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Type of Contact E-Mun-Talee E-Ma-Henwu - E-Ku-Sumee E-Toh~-Kalu Total
No. S No. 2 No. % No. % No. 2
No Prior Court* . .
History 16 39% 16 36.4% 16 32.7% 17 35.4%) 65 35.7%
Prior Court o
History 25 61% 28 63.6% 33 67.3% 31 64.6%}| 117 64.3%
Dependent/Neglect 8 12.9% 4 83 1 1.48 6 9.43]| 19 7.7%
. Status Offense 15 24.3% 8 163 17  24.2% 20 31.2%H 60 24.4%
Property Crime 22 35.5% 30 602 42 60.0% 30 46.8%1 124 50.4%
Probation Violation 4 6.4% 3 6% 4 5.7% 6 9.4%1 17 6.9%
Drug Offense - - - - - - 1 1.6% 1 4%
Minor Person Crime 7 1.0% 4 8% - - 1 1.6% 12 4.9%
Other 6  9.6% 1 2% 6 8.7% - - 13 5.3%
Totals 62 50 100% 70 100% 100%‘ . 246 100%

* Represents numbers of campers and the percentage of campers. All other

100%

64

figures represent. contact with the court and percentage of contacts.
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Table #6

Source of Referral

Deceanber, 1977 to February 13, 1981

Ed-Mun-Talee E-Ma~Henwu E-Ku-Sumee E-Toh~Kalu Total State

Agency Region Region Region Region Number %
Admin. Office
of Courts 44 41 70 85 240 29.2%
Health Services 2 3 5 6 16 1.9%
Mental Health
and Mental :
Retardation 32 56 46 35 169 20.6%

* Public

Instruction 21 24 53 41 139 16.9%
Social :

- Services 30 23 56 87 196 23.8%
Youth Services 8 7 16 12 43 5.3%
Private
Sector 1 1 10 7 19 2.3%
Total 138 155 256 273 822 100%
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Table #7
New Admissions
Division of Youth Services

FY 1978 - 1979

i

Offense Type Number Percentage

Delinquent - Person 133 167 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 hame may contribute to the length of stay. The EWES is
to be commended for its emphasis on family work as exhibited
by family workers in the community. However, it may be that
the lack of adequate preparation and resources hinders the
timely movement of the child back into the community. This
should be explored.

d. Terminations from the program either by a youth running away
and/or the parents withdrawing the youth prior to campletion
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 and want to exit the program prior to
formal program sanctioning of this decision. In any case,

a thorough evaluation as to the reasons for terminations
should be undertaken.

e. Whether one utilizes the $68,000 figure or the lower figure
when considering cost, the cost per student is controlled
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 length
of stay does drive the cost per youth up considerably.

Educational Cdnponent

The FEducational Component is an alternative educational program and

is consistent with the North Carolina Department of Public Instructiors
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
on—-going in regular basic educational skills development.

The addition of the transitional classroom has greatly enhanced the
ability to deliver quality ecucational services in addition to the
on-going theme 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 implementation given the length of stay. There are many
benefits which could be accrued to campers fram the transitional
classroom earlier in the youngster's stay in the program. Consultants
observed a lack of consistency in the implementation of the basic
educational tools (i.e., menu planning, theme development, planning
for trips, etc.) from camp to camp and group to group and counselor
to counselor. .

Twenty to twenty-five percent (20% to 25%) of a youth's academic life
could be spent at camp. More formal and regular involvement in the

- education process is needed.

e e
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RECOMMENDATIONS

The John Howard Association provides the following reconmendations for
consideration in resolution of the issues raised.

1. The EWES Program target population should be defined so as to
insure that a minimum of 50% of its youth served be as an alterna-
tive to training school. If, in fact, one of the training schools
is closed, this would ka2 a particularly helpful tool in re~integrating
youth into alternative programming. More work should be conducted
utilizing the screening team and the DYS commmity-based program
people to insure that the camping program does provide this minimum
50%. VWhile the state has a mandate to serve all troubled youth,
those formally committed by the court for violation of the law
should be top priority.

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

a. A mandatory six month case staffing chaired by & Department
of Human Resources clinically trained staff person not involved

in the contractual procedure should .be held to insure that contimied involve- ,

ment in the camping program is warranted, The burden should be
the program staff and referring agencies toc 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 more frequent
basis.

b. The development of written criteria for program completion.

3. The educational camponent should be re-evaluated to insure consistent
implementation of the alternative education program and formalizing
sane of the valuable aspects of the transition classroom earlier in
the youth's stay.

4. The admissions policies and procedures for the EWES program should

&
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